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Making the Process

As with most theses, process emerges far more strongly than preduct,
In this case, the process has often been truly dramatic, and always truly
theatrical. There have been a variety of sets: the church, the studio,
the Harrison Crey Otis House, the Cheswick Center, the Cambridge Historieal
Commigsion. Each set has had its own set of characters and actors: the
congregation, Rev, James Unger, at the church, Dolores Hayden, Tunney lee,
- Ed Allen and Leon Groisser at MIT; Norman Weiss, David Hart and Max Ferro
at the Society for Preservation of New England Antiquities; Rev. Richard
Armstrong and Thomas Savage, S.J. at the Cheswick Center; Mindy Arbo,
Leonard Press and Laura Hackell, who worked on crucial secticns of the
study with me; and Charles Sullivan of the Cambridge Historiczl Commission.
There have been crises and struggles all along the way, and there have been
the behind-the-scenes workers, like Sandy Congleton and Ron McNeil, who
helped me with the written and visual document.

The process is always collaborative, and clearly, everyone mentioned
has had a strong and valuable impact on it., But the people to whom this
process is dedicated afe those who always encouraged and,.themselves, carry
on similar pfocesses. Without the support of my colleagues in the thesis
studio, the report would never have been as exciting or delightful. This
process is dedicated to Michael Harris, Paul Battaglia,{John Lederer and
James Czajka. While immersed in their own processes, they always found
time to share experiences and thoughts with me about mine, It is also

dedicated to Robert Radloff, who always makes what I do seem worthwhile.



The Study

This study of Restoration and Adaptive Use of the First Baptist
Church had the following intents:

1) Provision, for the cougregation, of a thorough report on

the church's physical condition. This includes Investi-
gation of building problems and thelr causes, development
of repalr and restoration solutions for the building, in-~
cluding estimated costs for solutioms.

2) Provision, for the congregation, of an analysis of poten~
tial new uses for the church, based on under-utilized
areas in the building.

3) Development of methods and criteria for analysis of spaces
for new adaptive uses,

4) Development of methods and criteria for investigation of
building problems.

5) Development of strategies and guidelines for fund-raising,
development of capital, and maintenance programs, for the
church.

6) An effort to take the issues beyond a specific case study
to more generalized cases of restoration and adaptive
uses of urban churches.

The study was initiated by the First Baptist Church, who contacted
the MIT Architectural Assistance Program for advice about their building's
condition. It was apparent from a preliminary analysis of the church that
time and professional advice were needed. As a thesis, full-time commit-

ment to the problem was possible, and through assemblage of funding sour-
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ces, outside consultants could be brought in, and the time needed for the
work contained. The Department of Architecture at MIT provided valuable
consulting services and advice to the author, The main actors assembled
for the project were consultants from the Soclety for Preservation of New
England Antiquities, particularly Norman Welss, MIT Professors Dolores
Hayden, Edward Allen, and Leon Grolsser; and Professor Tunney Lee, who
acted as advisor for the thesis,
Mezsured drawings were produced by a team of students: Leonard
Press, Laura Hackell, and the author, and photographic work is by the
author, with assistance from Professor Ron McNeil, of the MIT Visual Lan-
guage Workshop. The Cheswick Center, a study group on Adaptive Use of
Churches, has also given advice to the church and the author. A church
delegate, Mrs. Muriel Brown, of Cambridge, worked with the study; Mindy
’ Arbo, of Cambridge, researched and developed funding strategies for the
church, and Charles Sullivan, Director of the Cambridge Historical Com-
mission, did work for the church on the National Register of Historic
Places. The First Baptist Church Building Study Comnittee has received
reports of the study's progress along the way.
Thus, the delegation of work in the study was organized as follows:
1) Author: General Coordinator of Study
Adaptive Use Section
History and Background
Graphics, Design Development

2) Outside Consultants and MIT Advisors:
Building Condition

Methods of Repailr
Program for Restoration



3) Church Group:
Indication of Client Needs
Indications of Intent
Response to and Gulding of Work

4) Cheswick Center:

Provision of Other Examples and a
Context for the Broader Issues Discussed

5) Special Consultants:

Mindy Arbo: TFunding
Charles Sullivan: Cambridge Historical Commission

Funding proposals for this study were submltted to and recelved
from three sources:

First, the church pledged $400 as evidence of its commitment to
- the study.

Second, the Albert Farwell Bemis Fund, administered through the
Laboratory for Architecture and Planning at MIT, committed $1,200 to
thesis expenses for the author,

Third, the Bertha M. Koempel Foundation of New York City, adminis-
tered by its trustees, committed $1,000 to the church for its study.

These sources were pooled into one account, "The First Baﬁtist
Church Building Study Fund" at the Cambridgeport Savings Bank ('Now' ac-
count) . The checks are co-signed by the author, representing the study,

‘and by Mrs. Brown, representing the church. An up~to-date financial
;'statemeht for the study is included in this study. Balance of the fund
will be allocated to further work on the study, with which the author will
be associated. |

In short, the study is intended tc raise issues about restoration

and adaptive use, and to answer specific questions and issues about the
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First Baptist Church, The study was completed in four months, and there
are many 1ssues it never addresses, and some it, admittedly, cannot an=-
swer. Although the work was originally delegatad in the manner described,
some issues ended up being very time-consuming, so that others fell by
the wayside. The process was one of discovery of ideas and 1ssues, and
the attenpt to put these together in some kind of useful way for the

church and ourselves.

-

The Building

Process:

Developing background, history and familiarity with the building

has been a process of assemblage. Primary sources have been the Historic
American Building Survey description, completedin 1968, and the Cambridge
Historic Commission's survey of Cambridge buildings. The church's bulle-
tins, photograph and slide collection, and anniversary publications have
also shed light on the building, and congregation's, background. Secon-
dary sources have included works on Hartwell and Richardson, and recollec-
tions of members of the congregation and community. No drawings of the
building survive; hence, one of our first tasks was to produce a set of
measured plans and sections of the building. This process made the build-
ing more familiar, as the location of plumbing pipes, heating services,

i
and épecific building problems were uncovered. Often, this slow process
produced frustration, but also a sense of the bullding as place, and

knowledge of its structure and characteristics.



The pr=sent church buillding is the third to occupy the half-acre
site at the junction of Magazine and River Streets at Central Square.

The first church, bullt in 1817, was a simple white clapboard structure
surrounded by a picket fence and softened by a green area around it.
Following its destruction by fire in 1866, it was replaced by a more im-
posing Gothilc Revival building with several spires, designed by S.S.
Woodcock. 1It, too, was destroyed by fire, and in 1881, the present
church, designed by the prominent Boston firm of Hartwell and Richardsonm,
replaced it, built on the stone fsundatiéa of its predecessor. 1It, too,
is in the Gothic Revival style and is similar in plan to Woodcock's build-
ing. The church is of brick bearing wall construction, with interior

cast iren columns, supported in the full basement by brick plers. The
exterior boasts a masonry buttress system accented by sandstone caps;
these buttresses being of a more decorative than structural nature. The
bell tower, at the northeast corner of the building is apprecximately 190
feet high, with a red and grey banded slate spire. These same colors are
also found on the gabled roofs, which are slate.

The exterior mass reflects an internal organization of two distinct
parts: Sanctuary and Ell. ‘The Sanctuary comprises 5,940 square feet with
a 65 foot gabled ceiling. The basement under the Sanctuary adds another
5,940 square feet with a 9 foot 6 inch ceiling. A striking feature in
the Sanctuary is an expcsed dark wood truss system, with cast iron cross
beams. The balcony, supported by cast iron fluted columns, runs along
three sides of the Sanctuary. 12 foot high stained glass windows, topped

by a horizontal band of clerestory windows, allow limited light to pene-
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trate. Oak panelling and wainscoting are a predominant decorative feature
of the sanctuary and ell, The sanctuary and balcony seat approximately
1,000 persons,

Square footage in the ell totals 6,434 square feet, with a 45 fcot
ceiling in the vestry and 12 foot cellings in the other rooms. The ell
basement adds another 5,110 square feet, with 9 foot 6 inch ceilings;

The ell includes eight major rooms: the central vestry, or assembly room,
a kitchen, dining room, parlor, minister's office; secretarial area; and
nursery on the first floor, and two large classrooms; storage space, and
bathrooms on ﬁhe second floor, and a number of finished spaces in the
basement. A major decorative feature of the ell is the interior partition
system of single and double height leaded glass operable sash windows; set
on oak panelling. This distinctive architectural feature makes the ell

a special additive space. When the windows are open there 1s a clear,
open plan to the ell space.

As mentioned, the body of the church rests on a full, largely un-
finished basement, with half size windows. A 1912 renovation of the ell
basement included finishing off three offices and a large central space
with concrete floors, and pine panelled partitions, and installing bath-
rooms. An unusual attic space over the ell marks the intersection of the
major roof systems, and has exposed wood trusses and limited natural light
and ventilation. Access to the attic 1s through a stair on the east side
of the ell second floor, A set of measured plans and sections; as well
as a number of photographs of the interior and exterior are inclﬁded in

this study.

Special interior features of the church include ceiling roéettes,
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acting as grating for the natural ventilation system through the attic;
interior skylights, windows and clerestorles, brass converted gas to elec-
tric light fixtures In the ell, and a repeated pattern of oak panelling on
stairs, walls, altar, and balcony.

Onn the exterior, special features‘incluée decorative basketweave and
sawtooth brickwork patterns, a large central rose window (which also high-
lighps the sanctuary interior), and the unusual, slightly glossy orange
brick color. The bricks are joined with very slim mortar joilnts, which
makes the wall appear more as continuous mass than as a composite of parts.
The building is set up from the sidewzlk on a twelve inch high curb, and
surrounded by grass and two islands éf evergreen bushes. Brick sidewalks
leéd the pedestrian to a number of entrances to the church, the most cen-
tral facing Massachusetts Avenue, and leading to the sanctuary.

The First Baptist Church was proposed this year by the Cambridge
Historical Commission for inclusion in the National Registry of Historic
Places. The proposal was based on the church's architectural merit and on
its merit as a landmark in Central Square and Cambridge. The position of
the church, on an island, is a clear demarcation between the traffic and
commercialism of Central Square and the rich environment of an ethmically,
economically and architecturally diverse set of neighborhoods. If the
church is included on the Register, it will become eligible for a variety
of funding programs for its restoratidn and maintenance in the future.
Reglstration will in no way restrict the owner from modifying or demolish-
ing the building, as long as federal funds’are\ﬁct employed in altering its
appearance. If federal funds are to be used (as in the case of a federal

highway proposal, or more likely, a federal mortgage loan or construction
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subsidy) an open hearing wculd be held by the HMassachusetts Historlcal
Commission to determine if there were an feasible alternatives to such ac-
tion. If no feasible alternative can be demonstrated, then funding may be
approved and the project would proceed, If there are other feasible aiter-
natives to the action, they may emerge at such a hearing, and the federal
funds would be dropped. Originally, the congregation was concerned that
registration of the building would prohibit them from changing or selling
it for demolition, but this is not true; registration cannot impose eco-
nomic hardship on the owner, as has been demonstrated with a number of
other landmark buildings. Eventually, the congregation recognized that an
open hearing, if it came to that, might clearly be in their favor, as it
might bring to light new proposals for the building that might be desirable.
Registration is, above all, crucial to the First Baptist Church be-
cause it gives them credibility as an architecturally important building,
which makes them eligible to apply for financial aid from a variety of

federal, local, and private funding sources.

The Congregation

Process:

Much of our statistical information about the congregation was com-
piled from sources like annual reports, anniversary publications, and
church historians' reports. As the study proceeded, the congregation be-
came known more personally; through meetings and dialogue, many images be-
'~ gan to emerge., The congregation is older, conservative and no longer en-
tirely Cambridge—based. What it once was clearly affects 1ts current self-

!

image.
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For the First Baptist Church, the congregation is the church, The
rule ig by the people; hilerarchy and cennection with the North American
Baptist Convention is limited. Historicaily, the congregation was assem-
bled on the site in 1817, and the church had a strong milssionary purpose,
Through this commitment, a number of other Baptist congregations were born
in Cambridge and the Boston area. The original congregation was composed
of Cambridge residents, but not limited to Cambridgeport.

An original request to the clty for a site for a site for a Baptist
Church in Harvard Square was refused, so the church settled on a less
prestigious, but still central location in Central Square. Much of the
history of the church is held in oral tradition; clearly, the church's
past éctivities show that it was a very active civic force in Cambridge.
The congregation 1is almost exclusively white, and, at one time; overflowed
the church building. Many of the worshippers in the late nineteenth
through the mid-twentieth century were Cambridge, often Cambridgeport,
residents, but general migration to the suburbs and neighborhood turnover
has now clearly affected the membership of the church. The move to the
suburbs of maﬁy members, coupled with the general public appeal problems
that religion seems to have today, have resulted in a rapidly dwindling
congregation.

The membershi§ of the church in the early twentieth century was
near 1,000; 1975 finds a mailing list of 123 persons at the church, and
an actlve congregation of between 40 and 80 persons. The church is closed
during-the summer, and, due to the high heating costs, services are held

in the vestry in the winter months. Congregational decline, and increases
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ia annual operating costs have resulted in dialogue with five nearby con-
gregétigns, centering on the lssue of a coalition of congregations aad the
formation of a United Parish. After two years of dialogue, the congrega-
tion is still not a close reality, as other dwindling congregations seem
ansious to hold on to their properties as long as theilr finances last. The
work of this study is important tu the proposed coalltion of congregations,
but also to the First Baptist Church, which will face some hard decisions
as a result of some of the infcrmation uncovered about the condition of
the building. It is important to note that the adaptive use of the study
originally considered that a coalitlon of congregations would be formed at
the First Baptist Church. As the work proceeded, it was clear that no
such unison is in view for the near future, no matter how desperately it
is needed. Without the coalition, it may be that the current members of
the First Baptist Church are too small, and therefore, its leadership too
limited, to undertake a far-reaching restoration and adaptive use program

to save the church.

Financial Needs and Burdens

Process:

In discussing financial burdens of the church, we are really dis-
cussing the'plight of many older churches, and partially exposing why they
are in trouble. The process for pinpointing financial burdens has been
to look at what comprises a good maintenance program of an older building,
and particularly, how such a program would be structured in relation to
this specific building and site. Financial bﬁrdens also Include annual

costs of operating the building, and the initial repalr program costs.
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The repalr program and costs will be discussed later, The operating costs
are dependent on the programs at the church, and might, like the mainten-
ance program, be offset by new income from adaptive use of the facilities.
But a "maintenance program' is still an elusive one for many older build-
ings. The process for development of the program was first to iook at the
building and site, and see what kind of preventive approach could forestall
further problems, and to talk to cther churches about thelr own maintenance
programs and what they spend on them. Contractors, restoration consul-
tants, heating engineers, safety and fire prevention consultants were val-
uable sources of information for this section, and the perhaps haphazard
way it was really developed was by walking through the building again and
again with people familiar with restoration, repair, and maintenance pro-
grams, and assémbling many thoughts on the anticipated needs for mainten-

ance at the church.

The general scope of a maintenance program for the building is dis~

cussed below: -

1. Exterior Maintenance

This includes building and grounds. In the case of the First Bap-
tist Church, the limited maintenance programs in the past have often used
the wrong solutions to problems. Some efforts at maintenance have aggra-
vated exlsting problems. The grounds, while limited, need attention, and
the efforts and proper maintenance of bushes and 1a§dscaping have been

minimal. The grounds of the church are littered and dirty. Many signs
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are in disrepalr. An ongoing mailntenznce program does not exlst.

2. Exterior Repalr

Many older churches are hit by these costs more than newer churches,
Lack of proper maintenance at some given moment leads to specific building
problems. This has happened at the First Baptist Church, and there has
not been a "trouble-shooting' approach to the buillding, so that once sim-
ple problems have accelerated, and are now major and costly repalr issues.

3. Interior Malntenance and Repailr

The interior of the church often suffers from exterior problems.
Areas which leak because of exterior gutter line repairs are ignored, and
soon paint has peeled away and plaster is softemed. Finally, the exposed
plaster begins to break away, and moisture affects the wood lath, or floor-
boards, or even flo;r jolsts or beams, causing rot. This process does not
take a long time, and the process accelerates as the conditions are ig-
nored year after year. There are multiple cases of such processes on the

interior of the First Baptist Church.

4. Maintenance and Modernization of Facilities

This last building cost will vary, but, in the case of an older
church, it might include precautions against vandalism of the premises
(and, therefore, avoidance of expensive replacement costs for items or
areas of the church), installation of new lines to absorb plumbing loads,
modernization of wiring and electrical loading capabilities, installation
of fire prevention systems. This might mean sprinklers, alarms, smoke
dgtgctors, or just exit signs and fire doors. The First Baptist Church
}alls short in a number of these categories. Thils report does not ex-

plore their needs for new systems, because loads relate to specific types



15
of use. But clearly, the church is dealing with an antiquated and waste-
ful heating system., The church is not protected from vandalism (the pre-
sence of the Police 3Station across River Street has not msde the bullding
vandal-proof), and there are no fire precautions or extinguishers in the
building. Every older building needs to address these issues of moderni-
zation as part of its annual costs, but by phasing the program, costs can
be spread. If the program is not developed, then everything comes at

once, and often, crisis precipitates action.

These carrying costs relate only to the shell of the building; there
are also annual operating costs, related to uses of the building. Often,
these use costs, like heating or electricity, could be cut drastically if
the church had developed a program for modernizatidﬁ of facilities, In
fact, this program, related to financial burdens, 1s one that any build-
ing, old or new, faces at some point. The specific financial burdens of
such programs have not been felt by the First Baptist Church, as no such
program has existed there in the recent past. This is why the church 1is
in such desperate condition, where it can no longer turn its back on its
physical problems.

In general, the church faces carrying costs and operating costs.

It faces no taxes. But with such a small congregation, it 1s easy to see
why, with a $30,000 budget in 1973, only $3,000 was spent on maintenance;
but this fact shows why the building faces a heavy program of restoration;
followed by a continual program of maintenance and trouble-shooting; if
the building is to survive. In the case of a new owner for the building;

the maintenance program is still very much a necessity, and the program
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should be directed by an individual familiar with the building, the pre-
vious work done on it, and the complexitias of repair of an older build-
ing.

Observations of the kind of financial burdens that such a rigorous
maintenance program would fmpose on thils large bullding may begin to shed
light on why so mahy churches find themselves in severe financial trouble,
and thelr buildings in severe disrepair. Heavy operating and maintenance
costs may be part of the reason why so many churches reméin closed to
adaptive uses, and why spacious and viable community areas remain under-
utilized. We also must raise the issue of whether a community facility
which has heavy financial burdens, but is an historic asset to the com-
nunity, should have to be its own sole support. The emergence of a num-
ber of new funding programs suggests that public policy 1is beginning to
acknowledge that landmarks must be supported by all of us, if they are
to be preserved. The church's endowment generates only $10;000 annually,
and its annual budget has hovered around $30,000, from which it must pay
minister, staff, operating costs, and maintenance. In the past, as lit-
tle as $3,000 annually has been spent on maintenance programs. Between
$20,000-$25,000 should be allotted to an annual maintenance program,
above initial restoration costs. Clearly, the church cannot continue to
be its own sole support, unless a varlety of new income-generating ﬁro—

gramg are established at the church.

The Context and Community

Process:

As part of this report, the church must be expressed in terms of
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its physical and social context. The Information gathering process was
two-fold: as primary sources for the building’s physical context, zoning
ordinances and legal restrictions on the site were considered, TFor its
gocial context, the census tract reports (tracts 33 and 34) and "Social
Characteristies of Cambridge, Massachusetts" were consulted, based on the
1970 census, Often, these primary scurces were just background or veri-
fication for information received from other valuable sources, These in-
cluded members of the Cambridgeport residential community, Central Square
merchants, and Cantral Square businessmen. In this final category, some
of the most informative views of what has been happening and may happen
in Cambridgeport and Central Square came from mortgage loan and real es-
tate officers of banks in Central Square. They provided insight into the
trends and economic climate in the community, but perhaps more importantly,
into the attitudes of business toward the community in which they are lo-
cated; these attitudes &aried from one of negative interest, and support
of the building's demolition, to clear evidence of the bank's previous
activity in providing high-risk mortgages to families in Cambridgeport.
Thus, interview and research were the basils for trying to develop a clear
picture of the Cambridgeport and Central Square community. Obviously, a
community is more than the sum of its parts, and the framework presented
here is only a background for considering the needs and problems of the

cormunity and 1its potential relationship with the church.

Physically, the following observations on the church are offered:

1. Located on an island, with major traffic around it, at Central
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Square.

2'

Massively constructed, with no exposure on internal activities
to the pedestrian.

Zoning: Business, "B", with a variety of uses allowable,

Site size: approximately 20,000 square feet.

Excellent proximity to public transit, with Red line MBTA and
bus stops within very close walking distance,

Currently limited on-street parking, with municipal parking
lot facing the church on Magazine Street, and a new parking

facility under construction one block away, on Pearl Street,

Social characteristics of Cambridgeport, represented primarily by

Census Tracts 33 and 34, include the following:

1.

2.

Between 32-42 percent of the population are foreign speaking.
Median years of school completed between 11 and 12 years,
with 48 percent of the population having not completed high
school.

Median family income around $8,500 a year.

Between 5 and 14 percent, depending on neighbbrhood; are
below the poverty level.

Married women in labor force, with children under 6; range
from 46.3 percent, the highest in Cambridge; to 10.2 pertent;
depending on tract.

Comparatively high rates of unemployment are found in
Cambridgeport.

White~collar workers account for between 47 and 61 percent of
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the population, depending on tract, blue-collar workers
between 22 and 29 percent, and Service workers between
15 and 20 percent of the population.

8. Housing built before 1940 accounts for between 85 and 90
percent of the housing satock.

Thege figures represent two tracts: 33, from Sidney Street to

River Street to Memorial Drive, which has highaer income, better housing
stock, and generally better physical and economlc conditions, and tract

34, from River Street to Peabody Terrace, and the beginning of the Harvard
campus housing. This tract has lower general income, poorer housing stock,
and a higher poverty level than tract 33,

To supplement these physical and social characteristics, interviews
about the neighborhood and Central Square, were conducted with a variety
of business representatives and community leaders there., Some of thelr
observations are recounted:

1. Cambridgeport i1s a racially and ethnically mixed area. The

immediate ethnic context of the church is Syrian and Greek,

2. The last few years have seen an increased influx of young
professional and academic home purchasers. This group tends
to purchase the larger housés, with'garages and yards.

3. Three~decker housing stock, predominant in Cambridgeport, is
being purchased largely by Puertc Rican, Syrian, and Greek
families,

4, Increases in home purchasing, and higher purchase prices,

are:anticipated.
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Central Square is suffering from physical and economic decline,
The rate of turncver and vacancy in office and retail is cur-
rently very high., Some office buildings are currently com-
pletely empty. Most buildings are owned by individuals and
families who, at this point, may be anxiocus to unload their
property.

Office rental prices vary in Central Square, and are generally
around $5-6 a square foot at new buildings, and lower in
older buildings.

The current economic climate has curtailed plans for retail
and business district renewal. Many private development plans
have been scrapped or postphoned indefinitely.

Transients, hippies, derelicts present a negative image of
Central Square to the community. Léck of sufficient coun~
seling and shelter facilities for these groups is one of
Central Square's big problems.

The physical condition of Central Square is another detriment
to full use by the community., City services; tenant upkeep,
presence of undesirables, sign controls, lack of public ameni~
ties: all of these contextual issues contribute to the visual
decay of the area and the migration of the community to out-
lying shopping areas. Currently, most food shopping is at

the Memorial Drive Stop-and Shop. Other popular retail areas
include Lechmere Sales and Bradlees, on the McGrath highway,

in Somerville.
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10. Several new housing developments are close to completion
in Cambridgeport, including 808 Memorlal Drive, and a large
housing~for~the~elderly project on Pearl Street, one block
from the shopping area,.
11, In general, most of those interviewed were not Impressed
with the current congregation's leadership potential., Cam-
bridgeport is filled with very active, strong; community
groups. The congregation 1s recognized as conservative and
inactive. Because they have not been a strong force in the
recent past, they are not really recognized as a viable
leadership group. Their civic commitments and previous
adaptive use programs have not met community needs. The
church is regarded as a monument and landmark; but many do
not feel it plays a role other than esthetic relief:
Cambridgeport and Central Square present numerous contrasts., There
seems to be incredible potential and there certainly 1s evidence of change.
Revitalization of the business and retail district might be geared to new
trends in housing in Cambridgeport, and again, to the MIT community, where
a strong source of poteﬁtial income exists. The market for shops and
goods still exists; Cambridgeport is a full, not empty, community. But
the visual and physical conditions of the Square, andvlow quality of neigh-
borhood shops, as well as problems with vandalism and robberies; make
Central Square an area that is now obsolete to the neighborhood it once

served, and which it still could affect.
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Site Plan
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Front elevation of the church
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New England Antiquities (Building Analysis)
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and materials
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A primary goal of this study is a thorough examination and analysis
of the building condition and problems at the First Baptist Church.
This information, imcluding analysis of existing problems, proposad solu-
tions, costs, and a priority system for repalrs and maintenance, are to be
used by the congregation or any futura owners of the property to consider
the needs of the building, The kinds of financial burdens imposed by these

needs will be a decisive factor in determining the building's future.

Process:

Early in the study, architectural conservators were brought in to exam—
ine the church. These consultants described their impressions of the problem
and structural and materials consultants also examined and discussed the
church's condition. A loose program for restoration was developed.
Contractors were then brought in to estimate costs; often, they fundamentally
disagreed with the previous analysis; in some cases, they concurred. Often th
disagreement focussed on the methods suggested for repair. Again, the proble
were re-thought, re-analyzed, and solutions re-considered. That so many
differing opinions should exist is not unusual; the huilding presents
very unusual problems, and many contractors and consultants are not famil-
iar with the problems of older buildings. The final approach and analysis
offered here is the work of many, offering bits of information related to
materials, the building's history, and climatic conditions on the site.
Putting all the opinions and infoimation together to make sense turned out
to be a major undertaking, done u;her supervision of an experienced archi-

tectural conservator. But much of the important information came
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from unlikely sources: members of the congregation, students, neighborhood
resldents. It was essential tc the process that many wvere consulted. The
result was a plecing together of information to evolve an effective znaly-
sis and strategy. The major evidence continued to be the building, itself
Only by repeated examinations, visits, blow-ups of photographs, did some

of the pileces of this puzzle begin to fit.

The First Baptist Church, like so many other large but under-utilized
buildings, suffers from a combination of neglect and mistreatment. In
most cases, the neglect was financially related; the mistreatment, in large
part, was the result of poor judgment and inadaquate information about
building problems and solutions. Costs and mistakes might have been avoid~
ed if sound advice had been available to the church's management over the
years, Piecemeal and shortlived solutions have now proven to be false
economies for this building, and, in many cases, these solutions have re-
sulted in aggravation of the problem that they were intended to cure.

This church is certainly not an isolated case. Its predicament
underlines the need, on a large scale, for restoration information to be
available for all buildings--even those that are recently constructed.

That restoration advice is seldom originally sought in cases like the
First Baptist Church, may be a function of the cost of such advice, but
could also be related to the general public consclousness about restora-
tion, and the public image of the profession. This image may be that

restorers are primarily concerned with only extremely important architec-~
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tural works, that they make the work to be done more expensive by Insist-
ing on special methods and materials, and that restoration is a treatment
for very old builldings, not for ones built conventlonally with essentially
modern materials. These fallacles zbout the profession may be standing

in the way of effectiveness, In the case of this building, restoration
advice has never prewiocusly been sought.

For this study, the congregation was originally concerned with the
leaks on the interior of the building, and the safety hazards feared from
the steeple. The congregation's Image of the work to be done was primarily
of structural analysis, followed by repair. If information from architec-
tural conservators had not been sought, and if restoration, not simply re-
pair, had not become the framework for analysis, we would never have un-
covered the causes or solutions to the problems. Simply, restoration 1s
the framework for repalr of existing structures. The techniques and analy-
sis used in restoration are simply ways of looking at and exploring build-
ing problems. The theoretical and technical knowledge behind the analysis
is appropriate to the complex problems found in existing bulldings. The
treatments for complex problems are often, themselves, complex. Without
the theoretical and technical information that restoration research has
provided, these solutions would elude us. Dealing with existing buildings
is very different from dealing with new construction, both In analysis and
solution of problems. If restoration work is associated only with old and
precious buildings, than a whole body of information needed by any existing
structure is by-passed. It behooves the restorers to become more a part of

the building industry, so that their work is perceived as helping a build-~
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ing to grow old, not saving it when it is almost gone.

At the same time, there must be recognition that older structures
are particularly special; they cannot, in most cases, be "repaired"; they
must have a maintenance program which Integrates restoration into repalr.
Contractors often do not recognize the particular needs or solutlons to an
older building's problems. This study has entertained a varlety of solu-
tions from contractors which are clearly inappropriate; Restoration and
the contractor is, agailn, an issue where there is great conflict in meth-
ods and approaches; the danger to the client is that a contractor's advice
is always available for free; restoration advice can be costly;

Aside from the analytic superilority of the restoration approach,
restoration seemed appropriate to this church for two other reasons.
First, the church is oid, its architects are well known, and it is a good
example of its type. Therefore, its appearance is important, and restora-
tion techniques respect the issue of appearance. Second, as will be dis-
cussed further in the section on funding, public and private funding sour-
ces are now providing incentives for restoration programs. Money 1is avall-
able on a limited basis for projects like the First Baptist Church. Such
money simply is not offered for a "repalr" program, so the decision to
emphasize the restoration of the building had financial, as well as tech-

nical and esthetic considerations.

The Building Analysis

For investigation of the building, the strongest pilece of evidence
was the building, itself. Despite the fact that some conditions were so

generalized that their causes, or even sources, were impossible to 1solate,
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the building remains the answer to many of its own problems, Beyond this
piece of evidence, there is its context: the slte and wind conditions,
orientation of the structure, and the history of the building. This his-
tory includes what has been done to repalr and maintain the structure
over the years. TFinally, there is the whole question of theory and pre-
cedent; what has happened to other, somewhat similar, structures in simi-
lar climates, and, specifically, what are the technological answers and
issues that this specific type of building, under these general conditiens,
raises, Obviously, these are very interactive issues, but the analysis
of the building was put together from so many sources, with so many kinds
of input, including contractors, architectural comservators, students,
members of the congregation, and structural engineefs, that plecing 1t
all togehter to make sense has been very much a puzzle-solving effort.
The final analysis 1s never the work of one individual, but its coordi-
nation is, and over time some parts of solutions have been hailed, and
others discarded. Weeks later, as new discoveries or information has been
added, what was discarded was reread and considered; what was hailed was
discarded. This kind of analysis must continue if the restoration effort
is to be successful; analysis and solutions are often still subject to
trial and error. The field is an imperfect and evolving one, and the ap-
proach to problem-solving must recognize that.

The church presents specific areas of problems, such as the steeple,
the roof and drainage system, the facades, leaded glass windows, and spe-
cific problem types; Generally, problems are related to moisture, though
in some cases, moisture has aggravated, not caused, a specific problem.

Other problem types relate to the natural life span of materials, and that
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as materials needed care and maintenance, none was avallable, so that

problems grew worse over tilme, Specific problem areas are discussed

below,

Exterior Facades

A number of problems have contributed to deterioration of the brick
and masonry on the exterior facades, The main problem has been water.
Gutters, flashing, and vertical conductors are in poor condition in some
areas, Their disrepair has allowed water to run down the face of the
bullding rather than be drained off’properly. Water is able to seep into
some of the masonry, particularly the mortar joints., The freeze-thaw
cycle then can act to destroy mortar and brick. Every tiny crack caused
by the freeze-thaw cycle means there is a new place for more water to
enter the brick. Bricks in back of the first course are generally not as
good as exterior brick, so that damage is more easily done here, While
the actual mechanics of the freeze-thaw cycle are now debated, it none-~
theless seems clear that repeated freezing and thawing of water held in
the bricks and mortar have allowed microscopic destruction of much of the
exterior surfaces of the church. The overall result is that much mortar
has been lost, and there is brick spalling. Now that there are many
openings for further molsture, even wet—-dry cycles pose hazards for the
facades. The north (front) facade is in the most serious physical con-
dition, including the steeple., The east facade shows a great deal of
spalling and missing mortar, and the other facades also show evidence of
this kind of deterioration.

Sandstone caps on the exterior buttresses show surfacé exfollation.

This problem is a more natural one, as it has been found that stone cut
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against the direction of the bedding layers 1s prone to exfoliation,

Some of the sandstone caps are in good shape; these were probably cut with,
not against the bedding layers. Mortar jolnts arcund these caps are gen-
erally in need of repointing, as thelr deterioration has allowed water to
get into thes masonry.

About fifteen years ago, the exterlor facades of the church were
sprayed with silicons as a method for waterproofing the building. This
fact was supplied to us by a member of the congregation, and it has since
been suggasted that silicone treatments are not only ilneffective as water-
proofing solutions, but that the silicone may accelerate deterioration of
the building's materials. To what degree the silicone application is re-
sponsible for the spalling and cracking of the exterior brick is undeter-
mined; one of its most dangerous results is that it made the client feel
sure that the moisture problems had been dealt with as best possible, and
no further solutions were tried. That the leaks on the intefior persisted
was somehow just accepted,

The Steeple

The steeple has presented the most complex set of problems to this
study, Its current condition reflects the curves we can draw to show the
rate of deterloration of a bullding that is not maintained. Often, a
building that is not properly maintained can survive for a period of time,
but suddenly, the acceleration of the deterioration rapidly increasses,.
and in a relatively short time, it is in extremely bad shape, and the rate
of deterioration will increase even more over time. On the steeple exter-

ior, we see muchkspalling and cracking of individual bricks. There are
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also broken sections of gutter at the roof and an open bell tower with
poor drainage, which may help explain the emall cracks and spalling.
Just below the bell towar level of the gteeple, an area of buckled brick
can be seen. But, more seriously, the brick buttresses show some severe
cracks, and some areas where the brick is pulling away from the steeple
facade. There is no evidence of such cracks in the foundatien rock.
There is also no evidence of the entire steeple pulling away Irom the
body of the church. Photographs of these cracks show that they vary in
size and direction, but they appear to run right through the bricks, as
well as around them, through the mortar jJoints.

The interior of the bell tower and steeple also shows some serious
problems. First, as mentioned, the open level does not have good draln-
age. This 1s caused both by the uneven surface that the asphalt coating
there provides, and also, by pigeon dropping, and other foreign matter,
which has covered up the floor drain at this level. The waterrcollected
there is currently leaking through to the next floor level. Inside the
steeple, the exposed interior brick walls show severe efflorescence.
Efflorescence is a complex condition which results in deterioration of
mortar into a white, powdery substance, and the appearance of white crys-
talline deposits on the surface of the brick. It renders the mortars
sttucturally useless. The cause of this efflorescence has not yet been
determined. The existing conditions in the steeple interior provide some
clues: water is present through leaks in the floor above; there is no
heat in the interior to help the moisture dry out, and no ventilation.

Condensation is, therefore, clearly a factor to be considered as a con-
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tributing cause to efflorescence.

All D% these existing conditions have been considered in trying to
determine the causes of the Stee§1e sroblems, Many opinions have been
offered on the cause of steeple problems. The conditlons have been ex-
amined again and again. What is attempted is an analysis which takes in-
to account the evidence at the church and the site conditions, Clearly,
the steeple shows problems that are not evidenced elsewhere in the build-
ing. Always, the question is why there are so many more serious prob-
lems here than in other areas of the building. The advanced stage of
many conditions in the steeple makes the cause-effect relationships very
difficult to determine, and yet these relationships are essential for an
appropriate solution.

The steeple is located on the north facade of the church, and is
battered by storm (NE) winds. Each buttress 1s exposed to these winds
and to other climatic conditions on three sides. In addition, the rigid
brick and mortar construction allows little opportunity for movement,
and while bricks are strong in compression, they are poor in tension.
Severe storms and hurricanes may have caused the cracks in the steeple.
The cracks over time have widened, and have become points of entry for
water, resulting in increased deterioration of the building material.
Since the gutters in the steeple area are in disrepailr, water has been
running down the face of the steeple and entering the cracks. With fur-
ther movement, the cracks have enlarged, and the situation has progres-
sed, probably over quite a long period of time, to the point where we

now see it. The types of cracks which can be seen in the steeple are
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definitely not freeze-thaw cracks, for they are far too wide and too
general for this. Freeze-thaw may have aggravated the condition, but it
dld not cause the cracks. This explanation essentlally responds to the
evidence that the building presents: cracks almost exclusively in the

st

o
1]

ple* (wherecas, there 1s freeze-thaw damage on all facades), a 180
foot structure in the path of storm winds, of rigild construction with
significant structural limitations. It is also significant that there
appears to be no retaining or reinforcing system in the steeple, except
corner-bracing at the two highest floor levels, This report assumes that
most of the cracks are not new, and that they are an appropriate physical
response for thls building under the stated site conditions. The most
serious cracks are found in the highest levels of the steeple, and there
are the areas where the steeple stands alone, above the level of the rest
of the church, where there 1s less chance for increased stability often
offered by an abutting building.

While the cracks are an appropriate response, or at least an under-
standable one, the size of the cracks, and the advanced deterioration
that they suggest is, again, a problem related to the maintenance of the
building, and that the water and moisture problems have aggravated them,

The congregation has been very concerned about the steeple's
safety, and, again, there have been many opinions offered on this. So
far, there is no evidence of loss of material from the steeple or any

potential harm to passers-~by. Whether or not problems like this may de-

- *There is some evidence of cracking at the NW tower of the church.
Again, the cracks ocecur high in the buttresses.
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velop cannot be predicted with cartainty, nor can the answer to the re-
peated question, "Is it going to fall down?" Agailn, there is no evidence
that the steeple is separating from the maln body of the church. The
recommendatlon of this report is for immediate repair of the stseple, by
the guidelines suggested in the section on solutions. Repair of the
steeple should not be postphoned, as conditions are not stable, and can
be expected to accelerate. The greatest danger posed to the steeple is
a bad storm with very high winds, and if this should cccur, the steeple
should be watched very carefully for any evidence of loss of materials
or further significant cracking. Certainly, the steeple should not be
left in its current condition for long. It is the most important repalr

area in the building.

Stained Glass Windows

The First Baptist Church boasts some fine examples of very simple
straightforward stained glass window designs. The most significant of
these is the rose window on the north facade of the church. Like the
open bell tower of the steeple, the exterior of the rose window has be-
come a pigeon roost. Muéh of the wood casement appears to be In bad con-
dition. On the interior, there are leaks and water damage to the Inter-
ior finishes. There is an area of buckled brick below the rose window,
and on the interior this area is often wet. There may be significant
water travel through the brick to the interior below the rcse window; and
the window, itself, may not be alr or water tight.

In the side stained glass windows, there is evidence of bowing of

the glass. This may have been caused by a combination of physical issues,
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including differential expansion of the materials, the weight of the
glass, and the inherent malleability of the lead mullions. These are nat-
ural processes, but there have not been sufficlent retaining rods to re-
inforce the glass, and the result is that many of the panes have moved
and caved in. In addition, movement and separation of the glass panes
from the lead has contributed to the building's heat loss problems, In
the kitchen, interior plastic sheeting has been hung over the damaged
windows because the drafts are so significant. The stained glass windows
that have problems are exterior windows; the interior leaded glass ap-

o
pears to be in generally good shape, except for ones where panes are
cracked and patching is needed. In some cases, doors with decorative
stained glass features have no pressure door stops on them, and clearly,
their banging shut can loosen and harm the panes of glass. Again, this
is a simple problem of maintenance, but the situation has been allowed
to persist, so that damage has resulted.

Sanctuary Balcony

Many questions have been raised by the congregation about the safety
of the sanctuary balcony. After examination of the balcony by structural
engineers, the sanctuary has been assessed as sound; slight sagging at
the ﬁorth corners of the balcony may have been a result of original cross-
grain shrinkage of the supporting beams. There 18 no significant cracking
or loss of plaster beneath the.balcony, which would suggest movement.

Some loose floor boards may account for the slightly unsteady feeling of
the balcony, but this is easily repailred, and these appear to be no reason

why the balcony cannot be used.
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Organ Loft

The organ loft, above the altar, shows some evidence of sagging at
the corners. The strength of the loft may not be sufficient to support
the crgan, or there may have been some settlement here over time, The loft
needs further reinforcement.

Plumbing

Some of the interior lezkz and paint and plaster damage are clearly
related to plumbing and interior drainage problems., Pinhead leaks may
have originally been the problem, but these were not fixed, and, in some
cases, there is extensive damage to paint, plaster, and underlying lath.
The situation will become progressively worse 1f the problems are not con-
fronted at their source.

Interior Leaks

Interior leaks, in some cases, are caused by plumbing problems, and,
in other areas, they are clearly related to exterior dralnage and water
problems. Particularly in bad weather, there are a number of active leaks
in the sanctuary, and while some of these have been patched, the problems
have not been confronted at their source, the gutters, window framing, or
the deteriorated masonry, so that the problems have persisted, and the pat-

ches, in turn, have become areas of deterioration.

This analysis does not cover all of the building problems at the
First Baptist Church, but explores the major ones. There have been many
disputes about parts of the analysis; clearly, all consultants who have

examined the building have different biases and specialﬁies. What is
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clear is that molsture and water are major culprits; these are the aggrava-
tiona and, in some cases, the sources of the major building problems at

the church., It is also clear that the building is an unusual and unique
case, as are most churches, for its architectural and structural features
are not common, but very speclal. As such, and in the case of many chur-
ches, the sclutions are unusual and often complicated. The ccmmitment to
solution and to a total repair of the building is needed; a plecemesal solu-

tion is a false economy for the building.

The Proposed Solutions

Two actors are essentlal to a good restoration program: the project
manager, who, in this case, should be an experienced architectural con-
servator, and innovative and flexible contractor, who is interested in the
project and in the problems of restoration work, in general. The contrac-
tor's attitude is important, because during the work many new and unusual
solutions will be tried; some of the standard procedures will be rejected
for technical réasons, and the work will be decided more on a day-to-day
basis than occurs in new construction. This study has made an effort to
get estimates on the work from contractors who have successfully worked in
this way in the past. In all cases, contractors consulted have insisted
that a project manager be retained for the duration of the work.

The role of the project manager is both contractor-and client-rela-
ted.. The client must be kept fully informed of the problems and processes
1nuthe work, particularly where there may be inconveniences in use and ap-

pearance to the users while the work is going on. In the case of the First
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Baptist Church, this communication is particularly Important, because
the congregation must represent accurately what is going on and being
planned at their church as part of their fund-raising and support-build-
ing program.

Procedures for repair of the church are complex. Many solutions
have been studies throughout the course of this study, and this section
presents a final framework for the solutions, The suggestions in this
section are certainly not specifications, HMany changes will be made in
the repalr program as the work proceeds, and new discoveries or setbacks
occur. The following program serves as an outline for restoration and
repair at the church.

Further Investigation

The first stage of work is one of further analysis of specific ma-
terials and problems. The time of this report and its various diverse
emphases have not permitted thorough examination of issues likc the cause
of efflorescence on the steeple interlor, or the choice of repair mater-
ials to be used. All of the technical decisions of replacement mortar
composition, type of flexible epoxy, type of replacement brick should be
made before the work begins.

During this period, a number of further investigative procedures
may be carried out, including removal of the efflorescence with a vacuum
and analysis of the existing wortars in the building. |

Masonry and Exterior Surface Repair

Erection of staging: As the steeple and north facades are probably

the first areas of work on the church, a staging would be erected for use
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by roofers and masons, The duplication of this effert is an umnecessary
expense; while roofers and masons may have to work around each other a bit,
the work can be carried on during the same phase of restoration. A pipe
staging will probably be used, with horizontal scaffolding running around

the front facade and steeple.

Preliminary cleaning: When repointing is intended, most contractors
Insist on a preliminary cleaning of the surface to be repointed. The clean-
ing is intended to remove loose mortars so that hand work is easier; and
to provide a better binding surface for new mortar. Many of the cleaning
mathods, when examined, are clearly inappropriate to the building, and a
number are potentially very harmful. Cleaning methods to be rejected in-
clude wet or dry sandblasting (also called cleaning with aggregate), as
this 1is too abrasive for the brick and mortar, as well as for the sand-
stone trim; steam and water jet, which would soak the building and allow
water into the opened cracks, and so-called' huriatic acids', a form of
hydrochloric acid, which can cause efflorescence, staining, and dissolve
mortars. If the building must be cleaned, a step which is not endorsed in
this study, it should be done with a chemical detergent, applied manually,
and selected in advance for the specific brick and mortar type in the
building. Cleaning is not really necessary in this case; a good surface
can be provided thréugh proper clearing of the individuaijjoints. Loose
mortars can be removed at this time; the cleaning step makes the contrac-
tor's job easier, but it may not be in the best interests of the building.

Removal of existing mortar from joilnts: As part of the repointing

process, existing mortar must be removed from joints. This may not be
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necessary for 100 percent of the building. Arsss where brick and mortar
are substantially intact should be left. Again, these are local decisions
for the contractor and project marager, but they will save the client mon-
ey and are important.

Traditionally, joints are cleared by hand with hammers and chisels,
The slim mortar joints in this building make this a difficult process, as
one slip can mean destruction of a brick. A more effective process in-
volves using a power-driven chisel with a point tapered to the size of the
Joint. The vibration and speed of the chisel can be controlled, and this
method has been used successfully in other, similar situations.

Repointing, caulking, epoxying: A combination of masonry treatments

is suggested for the steeple cracks. Repointing with lime mortar is re-
commended for the facades and the steeple masonry; and epoxy and caulking
compounds should be carefully selected for use on the steeple. This combi-
nation of treatments raises a number of isgues. First, where replacement
material is used, such as new bricks and mortar, the new material must be
carefully matched to the old. This is not just an issue of appearance.
Each type of brick or mortar compound has distinct material properties.
When dissimilar materials are used, thelr respective coefficients of ther-
mal expansion must be recognized. TForces exerted by materials on other
materials may causé‘further cracking and deterioration of the materials,
We can already see some evidence of this in previous repointing and re-
placement work on the facade, where cracks haye developed at the edges of
the brick and through the mortar. It will be necessary to replace some

of the exterior brick, particularly where deterioration is very advénced,
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or where bulges in the brickwork are found (such as below the rose window,
and below the lancet windows in the steeple). Some bricks may be borrowed
from other parts of the building, particularly for areas for repairs that
are highly visible. But, in general, a matching brick will be needed, and
the necessary dimensions, color, and material qualities, such as expansion
coefficlent and porosity, will make this selection a difficult task.
Second, like mortars and bricks, caulking and epoxy compounds should
be determined well in advance. The compounds selected should be flexible,
not rigid materials, to allow for the movement in the steeple. The com-
pounds would be applied, or in the case of a flexible epoxy, injected into
cracks in the steeple buttresses. The cracks will first be cleared out,
and local decisions will be made as to the proper treatment for each
crack. Epoxy will provide an extremely strong bond, and by closing the
crack, allows for water resistance. Caulking may be selected for cracks
where there is less danger of structural failure of the bricks. It, too,
will provide a water barrier. The use of these compounds allows for
treétment of the interactive problems in the steeple buttresses. Flexi-
bility of the materials used allows for movement, but retains the mater-
ials, structurally, by the strength of the epoxy, and fills the cracks
with a very low forosity material, so that water may not travel through
the cracﬁé. 4it\is crucial to the success of these repairs that essentially
flexible materials be used; rigld materials might mean that new cracks
would develop in the buttresses from movement. Flexible materials w111
mean that the movement is allowed, but without crackigg.’ ? f;

Third, pigmentation of the caulking and mortar may be an issue. It
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has been suggested that only natural pigments should be used to match mor-
tars or other patching materizls, because synthetic pigments may cause ac-
celerated deterioration cf mortars. This is still an open issue, and fur-
ther investigation is needed for a decislon on pigmentation.

Finél wash: Contractors generzlly suggest cleaning the exterior
surface after repointing znd cther mascnry treatmeuts are completed, The
cleaning is intended to remove any stray drips of mortar or other material
on the facade. Again, cleaning can do more harm than good, particularly
as most of the recommendations for final wash have been to use so-called
muriatic acid, which may remove stray mortar, but will also dissolve good
mortar. Most cleaning methods are clearly too abrasive or potentially
harmful for the surface, and it is recommended, instead, that stray mor-
tar and other materials be removed manually by tapping lightly with a ham-
mer or some other blunt tool. Mortar in the joints will weather back nat-
urally; this weathering process should not be forced.

Steeple interior: Efflorescence found on Interior exposed brick

will be removed as part of further investigation of the building's prob-
lems. As the causes of the efflorescence are determined, which they have
not been in this report, decisions can be made as to repointing or other
masonry repalrs. The solutions for the Interior of the bell tower may
also be to heat and properly ventilate the area, reducing the humidity
and, therefore, the condensation, and allowing any moisture to dry out.

Screening bell tower: The open bell tower level of the steeple can

no longer be a roost for Central Square plgeons. Total closure of the

lancet windows is inadvisable, since proper ventilation is needed. A



56

simple sclution is to install a wirs mesh screening at the tower openings,
which allows air through, but keeps pigeons out. Before screening is in-
stalled, areas where wood is framed into masonry should be cleaned, scra-

ped, caulked, and repointed.

Heating system: As part of the maintenance program, and to insure

that materials are sble to dry out properly, a heating system should be
operating in the church, The sanctuary and ell should be kept at 65 de-
grees minimum, and spaces should be well ventilated. Lack of ventilation
and heat can be blamed for some of the damage found in the facades, and
initially, 41t is important that the facades and steeple be relatively dry
before work is begun. Work should be done during dry, clement weather,
and the buildings should be well heated, starting now.

Other facades: 1Initially, work may be confined to the steeple and

north facades, as these areas are in the most serious condition. Even-
tually, all facades of the church should have major repointing work done.
The timing on these repairs will be discussed as part of the section on
timing repairs, but the methods used on these.facades will be similar to
work already described. Since thére is no evidence of movement cracks on
these facades, the work will involve clearing out existing mortar joints,
and repointing with a lime mortar. Epoxy and caulking work may not be
necessary anywhere in the building, except the steeple, and again, there
may be areas where masonry is in good condition and repointing is not
necessary.

Roofing and gutter repairs: The program for roofing and exterior
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drainage repailr can be undertaken in coordination with each section of
exterior mascnry vepalr. Without these roofing, gutter, and flashing re-
palirs, masonry repalr will not be thoroughly effective, as some cof the
causes znd aggravating conditicns of the problems will have been ignored,
The following program is suggested for the roofing work; again, allowing
for variatiéas as the work proceeds.

1., Replacement of entire copper gutter system around roof edges,

Patching or section replacement of the gutters would be a plecemeal
and short-lived approach. The effects of ice, snow, and moisture would
wear the sezms of these patches considerably, so that replacement of the
entlre system insures a more lan—term and economically worthwhile In-
vestment. Use of alternative gutter materials like fiberglass, would cut
the cost of copper considerably, but so far, contractors in this region
seem unwilling to use fiberglass, though it is being used successfully in
other parts of the country. Use of this kind of material should be ex-
plored further, as it could represent a tremendous saving in material
costs,

2. Replacement of all vertical drains (conductors).

Conductors, the vertical drain system, should have been replaced
years ago. Costs of replacemént can be cut by the use of aluminum rather
than galvanized iron. Aluminum will wear better and can be used in this
case, because of the predominantly straight 1line design of the conductors.
Some elbows and offsets are required, but simple slip joints can be made

in aluminum, The aluminum, however, will need to be painted regularly,
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as part of the maintenance program.

3, Removal of asphalt; repatching with copper.

Many valleys, roofs, copper belts, and crickets have been covered
with coatings of black asphalt., This material is now brittle éné cracked;
it was a poor solutlon from the beginning, and in some cases, has aggra-
vated, not reduced, leaking problems, As asphalt becomes brittle over
ﬁime, its cracks allow water to be trapped between the asphalt and copper
layers, and water can seep through the bad copper., This, again, is par-
tially a problem of two different materials, with different coefficients
of thermal expansion, moving against each other, The asphalt must be re-
moved, and then the copper beneath it replaced. It has been suggested
that pigeon droppings, with high acidic content, can damage copper, so
the choice of type of copper replacement material is another important
material decislon to be made in advance. Many new copper products are
now avallable, some with teflon and electroded surfaces, and these may be
better choiceé than traditionally long-lived 20 ounce copper. Specific
locations for copper replacement include parapet flashing, the floor of
the open bell tower level of the steeple, valleys between main gables,
the copper cricket which leads into the slate roof, and the copper belt
above gutters on the Magazine Street side of the roof.

4. Replacement of some roof slates.

While the slate roof seems to be in generally good repair, some
broken and damaged areas df:slate should be replaced. The colors should
be matched as closely as possible. Salvage slate may be used as replace-

ment material, and Maine Munson slate has been recommended for grey slate
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replacement, and Vermont red slate, which is still produced, could be

used to replace the red slate.

FPhasing and Costing the Restoration Work

It would be most desirable to have the total restoration program
implemented at the church as soon as possible. Limitations in funding may
preclude an all-out effort, and it may be necessary to phase the work ac-
cording to priority of each work-type and area, over a period of years.
This is possible, but it is important that some work, such as that on the
steeple and north facade, be undertaken aé soon as possible,

To estimate costs of repair work, a number of contractors with back-
ground in restoration work were consulted. Some of their estimates are
included in this report. The work they suggested was modified for the
estimaté presented as part of this report; Often; work they costed was
considered inappropriate or unnecessary, and in all cases, their estimates
are congidered at the high end of costs, probably for protection. Infla-
tion and materilals costs increase will also affect these estimates; in
the roofing industry, such cost increases have recently been as high as
1.5 percent per month, or 18 percent per year. Estimates also reflect
the need for special materials and unknown quantities of expensive com-
pounds like epoxies. As further investigation and work on the building
proceeds, the amount of materials needed and specific costs can be calcu-
lated more carefully. For the purposes of this report, a phased program
over a perlod of five years, with accompanying costs, follows, The re-

pair program relies on an effective maintenance program to be implemented



with it.

Phasing and Costs of Repairs:

Tine Work | Costs
Year 1 Work on steeple and north facade 60,000
and corresponding areas of ‘
roof and drain system 13,846
Installation of exterior glazing
surface 5,000
Plumbing repairs 2,000
Steeple screening and ventilation 2,000
Organ loft reinforcement 2,000
Project Manager's fee .. .5,000
Total 89,846
Year 2 , West facade work 10,000
with corresponding roof areas
and drainage repair 13,000
Interior refinishing (paint and
plaster) 3,000
Fee to Project Manager - 1,500
Total 27,500
Year 3 East facade 10,000
Roofing 13,000

Project Manager's fee 1,500

Total : 24,500
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Year 4 South facade and roof area 23,000
Project Manager's fee 1,500
Total 24,500
GRAND TOTAL $166,346
*]1, The repalr program should be accompanied by an ongoing

malntenance program, oan which the owner would plan to
spend around $20,000 per year. See section on "Finan-
cial Burdens."

Allifigures quoted are approximate.
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Estimated Costs for Repalr and Restoration

at the First Baptist Church, Cambridge:

(list incomplete - 3/10/75)

1. Roof, Gutter, Repair

Consulted: Penshorne Rooflng Co.

(1)

(2)

(3)

28-30 Carolina Avenue
Jamaica Plain, Mass.

Front (north section) roofing work

Including: 20 cz. copper gutters

around steeple

20 oz, copper roof inside
steeple

20 oz. copper cricket
behind steeple

20 oz, copper base flash-
ing on all front parapet
walls of steeple

20 oz. copper flashing on
all front parapet areas
of main building

2 20 oz. copper gutters
and conductor (aluminum)
pipes from the front
entrance roof

Cost: $13,846.00

Gutter repair

Total replacement, including copper
belt on Magazine Street side
Discounting work on front and steeple,
using 20 oz. copper: ‘
Cost: $ 9,359.00
using 16 oz. copper:
Cost: $ 8,894.00

Conductor pipes

Replacement with new aluminum 4" round
corrugated conductors (with necessary
elbows), including painting
Cost: $ 1,320.00
Installation in galvanized iron
Cost: $ 1,275.00
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(4) Valleys

All valleys in slate roof to be replaced
with 20 o¢z. copper valleys--removal of
black asphaltic material
Cost: $ 5,985.00
Replacement with 16 oz. copper
Cost: : $ 5,850.00
Replacament of large section of
£lat voofing between right wing
and main church with 20 oz. copper

Cost: $ 5,964.00
with 16 oz. copper

Cost: $ 5,678.00

(5) Slate repair

Roof thoroughly checked and slates
matched and replaced

Cost: | ~$ 3,694.00

{(6) Cricket

Installation of 20 oz. copper cricket
between vertical wall of steeple
and slate roof on sanctuary

(removal of asphalt)

Cost: $ 2,075.00
16 oz. copper

Cost: | $ 1,897.00

(7) Parapet flashing

Installation of 20 oz. copper base
flashing at all parapet walls, the
rear ell, gable entrances, and all
other junctions of roof where parapet
flashing exists

Cost: $ 9,365.00

(8) Ridging

Installation of new copper ridging on
main church (fastened to existing
crockets)

Cost: $ 2,360.00
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Total roof repairs

(with 20 oz. copper) $53,936.,00

(with 16 oz. copper) ' $52,827.00

(1) 20 oz. copper is recommended for increased life span and durability
over 16 oz. copper.

(2) These estimates do not reflect any increase in size of gutters or

musual alternative gutter design. These possibilities may be con-
sidered as work becomes a vreality. The current gutters may be too

small to do their job effectively and new ones may need to be larger.
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Steeple Repair
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Consulted: The Waterproofing Company - Charles Ford, President,

Boston, Massachusetts

(1) Steeple Exterior

{total exposed arez, not including slate spire)

Including:

Erection of scaffolding

Water jet and aggregate wash {cleaning)
Raking of mortar joints and 1007 repointing

Flexible epoxy injection and
Caulking of major cracks

30Z replacement of brick
Resurfacing of sandstone caps
Final (muriatic acid) cleaning

Cost:

(2) Steeple Interior

Includes areas of exposed brick

Erection of scaffolding
Wash

100% repointing

Final cleaning

Cost:

(3) Front (north) Elevation (excluding steeple)

Erection of scaffolding
Wash

100X repointing

Final cleaning

Cost:

(based on cost $8.00/sq.ft. repointing)

(4) Other Facades

Erection of scaffolding
Wash

100%Z repoint

Clean

Cost: (current)

(approximately $3.50/sq.ft. of area)

Total for Steeple and North Elevation:

$41,000.00

$11,000.00

$20,000.00

$82,000.00




2A Steeple Repailr
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Congulted: William A. Messina Company, William Hanna, President,

Cambridge , Massachusetts

(1) Steeple Exterior

Including:

Erection of scaffolding

Cleaning

Rebuilding all buttresses showing
severe cracks with new and
galvaged brick

100% repolnting of bricks and
sandstone

Cost:
Cleaning:

(2) North Facade

Including:

Erection of scaffolding
Cleaning

100Z repointing

Recaulking rose window sash

Cost:
(3) Other Facades
Including:
Scaffolding
Repointing
Cleaning
Cost:

Rear Elevation
Left (Magazine Street)
Right (River Street)

$35,625.00
4,400 .00

$40,025.00

$13,605.00

$10,375.00
$10,375.00
$13,950.00
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QO0LS

‘LIST OF ILLUSTRATIONS: RESTORATION AND REPAIR

Plate - -

Steeple buttress cracks, long view at back of steeple,

Further buttress cracks at base of steeple.
Note condition of brick, which shows mortar loss

"and freeze~thaw damage.

Buttress crack at bell tower level of the steeple.
Buttress crack, showing exfollation of sandstone cap.

Replacement brick in a buttress; note spalling of
some of original brick.

Brick wall, front facade of building, showing ice
sitting on the wall on a cold January day. The
gutter above is broken.

View of brick inside steeple, where severe efflor-
esence has resulted in powdery deposits on brick and
deterioration of mortars.

View of interior of steeple at basement level,
After a rain of thaw, this interior wall literally
runs with water, There is no evidence of damage to
the foundations, however.

Caving of stained glass windows.
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Plate 9
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Funding Sources

A variety of private and public funding sources are available to
rastoration projects. Critera for funding, stipulations attached to
grants, size of awards vary, but in general, the past few years have
" seen an increase 1n awareness on the part of city, government, and pri-
vate foundations for restoration projects like the First Baptist Church,
Some generalizations about funding can be made., First, a general cri-
~ terion applied to buildings considered for restoration grants is that
the building be included on or at least proposed for the National Regis-
try of Historic Places. Here, the church meets the stated criteria.
Another general stipulation is that grants be matched by an equal sum
acquired from another source. A ?ariety of grants from different sour-
ces are possible for this project, so the church may be able to meet
this criteria, as well. The final issue that public or private funding
sources are interested in is the future of the buillding, the life of the
church, and what kind of community support the church has, as well as
what kind of public activities go on in the building. Basically, they
want to know about the church's community commitments and leadership
potential.

Originally, this report recognized the possibility for a coalition
of congregations, centered at the‘Ei;st Baptist Church; A United Parish
would at least start with an increésed base of people and with possible
pooled endowments and monies from sale of vacated church property.
Financially and community-wise, this move would strengthen the First

Baptist Church's position for funding and recognition. The leadership
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potential of the new United Parish would also be increased, and funding
raelies on strong, active leadership.

To stimulate funding, the congregation needs a broad-based program
for solicitations from local business, banks, and clty agencies. If the
project is well publiicized and cbviously supported by community leaders
and community groups, it stands a far better chance for receiving dona-
tions and grants, It should be publicly demonstrated how a restoration
and adaptive use prcgram could contribute to the quality of Cambridge-
port comnmunity life. Both open meetings, where the parish discloses its
plight and plans, as well as fund raising events, could be held. Some-
thing as simple as a "Save the Steeple'" program could be launched to be-
gin the campaign. A funding director is needed, and might be from the
congregation. Other churches experlencing similar problems should be
consulted, and experiences and strategles shared. In a case where mort-
gage loans may be sought, sound financial counselling is essential., In
talking with Central Square banks about the church's problems, it has
become clear that a loan would be possible 1f the church can ably demon-
strate that it has a real future on the site, programs to fully utilize
the building, and widespread community support, Unfortunately, the
church's past annual reports show how little money there is, and how
small a budget they have been operating on. While endowment funds might
be used as some kind of collateral for a loan, it still would not account
for a large sum, and there would probably be much opposition in the cur-

rent congregation for offering endowment funds as collateral, Clearly,
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a coalition of congregations makes thls kind of fund raising program a
stronger possibility,

As this study proceeded, the coalition became a vaguer hope. As
discussed, many coagregations want tc hang on to their buildings as long
as funds last., Without the coalition, the leadership potentlal and com-
munity support diminishes, Members cof the congregation are willing to
entertain the thought of fund raising, but question their future on the
site, and the future of thelr congregation; therefore, expressing their
concern about the long-range purpose for saving the building.

It is clear that a congregation of such limited size and uncertain
future, would have a more difficult time gaining support from private
and public grantors., The issue of community support 1s still essential,
and the church may have to demonstrate what its role in, and services
to, the real Cambridgeport community are. An active program of recrult-
ing new community uses for the building has been suggested in this re-
port. Again, it relies on active leadership for enactment. Through
such an ongoing program, the church could ably demonstrate the services
it provides to the community and gain community support for funding.
Again, decisions on this kind of action are in the congregation's hands.
The congregation needs advice and gulidance on the decisions to be made;
the building problems are immediate and repair cannot be postponed.

In the area of funding, the first efforts were to find out what
specific programs and grant sources existed that might help the First

Baptist Church. Mindy Arbo, formerly with the Massachusetts Historical
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Commission, and an active Cambridgeport resident, was retained to research
grant sources and complete applications to those scurces with imminent
pplication deadlines. Her discoverles about potential funding sources
ied the study to many issues, like leadership, the coalition, community
support, and the future of the congregation, which were crucial funding
information and alsc crucial issues facing the congregation. Ms. Arbo
provided the study with a Grants Package Report, which follows this sec-
tion. It is notable that the church can apply to these sources year after
year, and eventually, such grants might help the church with maintenance
rather than restoration programs. The process of funding beyond these
initial steps should be to develop a base of community support for the
project, and try to get a church-sponsored funding drive off the ground.
These moves rely on leadership and activity, and are clearly a crucial

role for the congregation, not consultants, to play.
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'~ GRANTS PACKAGE REPORT
The completed grants package for the First Baptist Church consists of:

1. Application for matching grant from the Massachusetts
Higtorical Cormission (National Park Service Grants-in-Aid
Program)

Filed: March 11, 1975

Amount requested: $131,000

Amount expacted: $8,000-$10,000

Notification date: November, 1975 (after which plans and
specs must be submitted and approved before money can
be allocated)

Allocation date: January, 1976

Grantor: Stephen Snell, Grants Manager, Massachusetts
Historical Commission, 727-8470, in conjunction with
Charles Sullivan, Director, Cambridge Historical
Commission, 876-6800, ext. 346

2. Application for exterior restoration grant from
Bird and Son, Inc.

Filed: March 27, 1975
Amount requested: $5,000 (maximum Bird grant)
Amount expected: $2,000-$5,000
Notification and Allocation date: Jume, 1975
(Bird money can be used to match MHS money)
Grantor: Stewart Laughlin, Historic Grant Program,
Bird and Son, Inc., Walpole, Ma., 1-668-2500

3. Informal inquiry to Cambridge Historical Commission
re: Community Development monies

Amount expected: $10,000-$15,000?

Notification date: August-September, 1975
(at this time, hearings are held at which the formal
-proposal and request would be made. At this time,
in order for FBC to be able to receive any Community
Development monies, a strong base of community support,
including the backing of RCCC, would have to be shown.
Specific community uses, extant or seriously planned,
would also have to be in evidence.

Grantor: City Council, Cambridge, through the Cambridge
Higtorical Commission
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4. Letters of grants Inqulry to the following foundatlons
(with preservation interests):

Eva Gebhard~Gouraud Foundation
L.AW. Fund

Richard King Mellon Foundation

Dula Fducational and Charitable Fund
Mabel Louise Riley Foundation

J .M., Kaplan Fund

Sarah Scaife Foundation

Sent: April 17, 1975

Amount requested: Total $56,000
Amount expected: $10,000-$56,000
Notification date: Open

5. List made of 22 foundations (Massachusetts) which have funded
religious and/or community development projects, or which have
a broad range of interests. This 1ist can be used by FBC for
future grant inquiry letters.

(See enclosed list)

Sources consulted:

Foundation Center Directory, Edit, 5
Foundation Directory of Massachusetts
Taft Information Service (Foundation print-out)
Stephen Snell, Grants Manager, Massachusetts Historical
Commission
Bill Hart, Director, New England Field Services
Office of National Trust for Historic Preservation
Charles Sullivan, Director, Cambridge Historical Commission
Tom Savage, S.J., Cheswick Center

All replies to applications 1., 2., and 5., will come to Mindy
Arbo, 47 Henry Street, Cambridge, 868-3522,

I will then contact the church of the results, unless other ar-
rangements are made.

~- Mindy Arbo
April 17, 1975
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Foundation
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General Purpose or
Iinterest

Hayden Foundation
140 Broadway
New York, New York 10C05

Edward C. Johason Fund

c/o Mrs. Sarah B. Wheeler

35 Congress Street, Room 1151
Boston, Mass. 02109

Fisher Foundation

c/o Boston Safe Deposit and Trust Co.
One Boston Place

Boston, Mass. 02106

Paul and Edith Babson Foundation
c/o Donald P. Babson

210 Newbury Street

Boston, Mass. 02116

Roger W. Babson Charitable Trust
c/o Leonard Spangenberg

90 Broad Street

Babson Park, Mass. 02157

Cabot Charitable Trust
125 High Street
Boston, Mass. 02110

Permanent Charity Fund
- 100 Franklin Street
Boston, Mass, 02110

Spaulding-Potter Charitable Trust
E.C. Struckhoff, President

10 Post Office Square

Boston, Mass. 03301

The Cornerstone Charitable Foundation
c/o New England Merchants National Bank
28 State Street

Boston, Mass. 02106

Church capital nrojects,
often to do with youth

Church

broad

Church

broad

Church,
broad

Church

broad

Church



Foundation

General Purpose or
Interest

85

The Ellison Foundation
¢/o William P, Ellison
129 South Street
Boston, Mass, 02111

Fidelity Foundation
c/o Chester Hamilton
35 Congress Street

Boston, Mass. 02109

Henderson Foundation

c/o Barclay G.S. Henderson
892 Worcester Street
Wellesley, Mass. 02181

Hood Memorial Fund

c/o Gilbert Hood

Six Everett Avenue
Winchester, Mass. 01890

Mabel Attorne Trust

c/o the First National Bank of Boston
100 Federal Street

Boston, Mass. 02110

The Jeppson Memorial Fund
c/o Norton Co.
Worcester, Mass., 01606

Sagamore Foundation

c/o Woodstock Service Corp.
100 Federal Street

Boston, Mass, 02110

Clara Endicott Sears Trust

c/o New England Merchants National Bank
28 State Street

Boston, Mass., 02106

Stearns Charitable Trust
24 Federal Street
Boston, Masgs. 02110

Church

Conservation and
*rhe arts'

Church

Church

broad

Church

Conservation and
museuns

Conservation

Building funds for

hosgpitals and
museuns



Foundation

GCeneral Purpose or
Interest
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Stevens Foundation
Two Johnson Street
North andover, Mass. 01845

Vingo Trust II

c¢/o William A. Coolidge
78 Memorial Drive
Cambridge, Mass, 02142

Church

Churches known to
Mr. Coolidge



Gooy'Y




88

Process:

In working on-the adaptlve use section of this study, it was impor-
tant to contact a variety of socurces in the field of adaptiva uses, as
well as people close to the specific case of the Flrst Baptist Church,
Again; businessmen, realtors, city officials, and merchants géve valuable
informatlon about the market conditions and needs which they saw In Cen-
tral Square. This Information was gathered primarily through Informal per-
sonal interviews, phone conversations, and community and congregational
meetings. In the more general context of the adaptive use issue, the
Cheswick Center, in Cambridge, Massachusetts, which has been studying the
problems of alternative uses for church property, gave valuable informa-
tion and insights into the problems and precedents of thgse programs, and
their managerial and financial implications. Clearly, more work should
be done in this area, and the Cheswick Center has agreed to continue in
an advisory capacity to the church, following the completion of this re-
port.

Architects and real estate developers, previously or currently in-
volved with adaptive use projects of mill buildings, school houses, ware-
houses, and mansions, were consulted for their thoughts on design and de-
velopment strategies for their own, and for this project. The study has
partially been aimed at seeking a way, or even method, of looking at older
buildings to decipher their adaptive use potential, and to work with ex-
isting structure and design to develop a new and appropriate set of uSes;

Certainly, the majority.éf experienced adaptive use designers agreed that
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church builidings w&uld be more elusive spaces to redesign and re-use;
there simply are not many strong examples of churches which have undér—
gone this architectural process. Many assumptions ware made z2bout the
space as it was analyzed, and some issues re-emerged over time that must
face any adaptive use design for an older, important building. These
issues include: whether or not one has the right to really modify an
historic structure, and if so, what should be left untouched, and what
changed? How can the space be used so that there is a relationship made
between that which is new, and that which is old, and what is that rela-
tionship? Specifically, are there new or even coordinate activities that
are clearly inappropriate in a church building? What are our perceptual
and psychological barriers to the adaptlve use of a cgurch? All of these
and more, similar, issues deserve attention and discussion, and are cen-
tral attitudes which the architect must develop.

The process was also one of interaction with the congregation.
Early in the study, a representative from the congregatlion was asked to
work with this study, and there have also been a number of meetings with
the church's building committee. At these meetings, the restoratlon pro-
gram and the developing suggestions for adaptive uses in the church have
been discussed. After each meeting, adaptlive use was rethought; the meet-
ings were forums where people expressed theilr concern about the future of
the church, but also about the difficulties they felt they would have in
running an adaptive use program. Many of the psychological barriers
against adaptive use were expressed at these meetings.

Adaptive use of the First Baptist Church is not a closed issue.
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As the study emphasized process, not product, the process continues, and
there will be further dialogue with the church, and, perhaps, with the
community, over the issue of adaptive use, The study provided a basis

for thinking about what might work for the First Baptist Church.

The Issues: Barriers to Adaptive Use

Adaptive use of abandoned and under-utilized churches is becoming
an increasingly important political, planning, and religious Issue in the
United States and abroad. Commissions exist in England and the United
States to study the problem, and the scope of their study includes the
problems of disposal of church property, and development of lasting mana-
gerial relationships between the church and the new users.

There are a varlety of examples of churches that have sold their
properties for new uses, but there are fewer precedents that demonstrate
how a congregation can develop new uses for their building that allows
for shared use. In Boston, there are examples of churches thét share
their facilities with theatre groups (such as the Church of the Covenant
in Back Bay) or house programs for the elderly (in Boston, St. Paul's
Cathedral, and in Cambridgeport, the Pilgrim Congregational Church), as
well as day care centers and educational facilities.

These uses generally help offset some of the costs of maintaining
the facilities. Less lucrative, but still important, adaptive use pro-
grams include counselling and neighborhood help centers, but again, there

are relatively few examples of this type of re-use.
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A variety of attitudinal and psychological barriers have blocked
more effective adaptive use programs in churches, These attitudinal
issues are, in a way, more difficult to deal with than the legal and
zoning barriers that may block such a prcgram; Often, Internzl congre-
gational problems, conservative versus more liberal attitudes, older
versus younger members, get so involved in attitudes and disputes that
cohesion, and therefore, collective decision-making, is impossible.
These attitude problems on the inside often center on what new uses are
compatible with ongoing church life, and the conflict can extend to larg-
er issues of the purpose of the church, and the profanity of a non-reli-
gious activity in a religious, and often sanctified, space. Even on the
outside, there are many who object to new uses a church chooses, and to
their fund~raising activities, which may offend some as gambling, or
where liquor may be served. These are often deep-rooted values, and, in
many cases, an adaptive use program must conform to a specific set of
beliefs and values, not to specific financial issues and market needs,

Beyond these personal psychological barriers, there are legal and
zoning barriers that may affect adaptive use programs in churches. Tﬁe
tax status of churches, as non-profit institutions, provides that they
may engage in fund-raising activities énd may invest their portfolio; or
‘endowment, which, in this cése, includes their real estate. But they
remain free from tax only if the rental of their building 1s to other
non-profit organizations or uses, not if they undertake a business real
estate venture, Any academic, charitable, or other non-profit use could

avoid taxation at the church, but the church would be taxed on its adap-
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tive use income when 1t began to bacome a quasi-commercial landlord.
The church could simply elect to pay taxes on itg incom from the new
activities, as thelr endowment would still remain unéaxed, but there
are barriers here with a congregation which suddenly 1s met with taxa-
tion, and therefore, feels it has become a business, not a church,
These matters are complex, and a variety of managerial arrangements can
make them far from a cut-and-dried issue, in the eyes of the legal pro-
fession and the federal and state governments. Tax status is a differ-
ent sort of barrier to adaptive use of a church, and it is one where
the church will need access to experienced legal advice. Plate 9 out-
lines the basic relationships between real estate and corporate income
taxation and different uses for a property held by a non-profit organi-
zation. One thing that this study has uncovered is that not all pro-
fessionals in a specific field, in this case, tax law, are able to sat-
isfactorily answer questions about cases like the church, It is an uﬁ-
usual case, and a highly specialized field; this makes the quality of
the advice that the church needs more difficult to tap.

The city or town in which a church is located may, through local
law, like '"blue laws", and through zoning, restrict activities that
occur in a church., If the church is located In a residential district,
some community services, such as drug or medical care facilities may be
prohibited from the area; if the church wishes to open a restaurant,
there may be laws which prohibit sale of any alchoholic beverages near

the church. In the case of the First Baptist Church, its zoning is
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Business, "B", a relatively loose category, but there are definitely
Masgachusetts State laws which prohibit the sale of alccholic beverages
within a 500 foct radius of a church. It 1s not likely that this re-
striction would affect an adaptive use program that was congregation-
cocrdinate, as the Baptist Church opposes consumption of alcohol.

Other issues facing the building include fire and safety and
building codes, which may make it more expensive to re-use the space
than anticipated. The First Baptist Church is fortunate in the large
number of exits from the bullding; after discussion of the adaptive use
possibilities with fire safety officials, it appears that their fire
code problems would be minimal, involving installation of fire doors and
use of fire rated partitions and materials in any proposed renovations.
There might be some stairwell changes needed, but again, these are not
major. The building is not required to sprinkle, as it is below the
height limitation, but installation of fire extinguishers and some smoke
detection devices 1s desirable. Any proposals for a restaurant would
involve more stringent fire precautions. Many of these changes to meet
codes should have been enacted at the church long before: the churches
on the site have twice been destroyed by fire, yet there are no fire
precaution measures at the church, except in the number of exits, which
does not help the buiiding, and a rule that therevis no smoking, which
is often not enforced.

The new Building Codes that Boston has enacted also complicate

adaptive use of an older building. Particularly in the case of a major
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redesign of the sanctuary, these codes would affect issues like open
stajrcases, as well as choice of materials and satisfactory load condi-
tions. The codes are strict, znd have begun to severely limit adaptive
use design in older bulldings throughout the state.

Thus, the barriers to adaptive use of a church may begin to explain
why so few churches have been able to successfully implement lasting
programs in adaptive use. Beyond these issues are problems of manage-
ment of adaptive use programs, and the relationship between church
management and the new user can be a difficult one. Nalve versus non-
nailve adaptive use is the issue here, and some precedents In success and
failure can indicate what kind of managerial and use problems can occur
in an adaptive use program when the congregation is involved. Management
of the facilities should be undertaken by a competent, experienced indi-
vidual; the relationships between new users and the space should be clear
from the beginning. It is important that the venture, whether undertaken
for reasons of income need or personal commitment, be run in a business-
like manner, and that little be left to chance. Tenant types should be
carefully screened and chosen not only for the type of activity, but for
the reliability of their tenure in the church. The church sould seek
stable users and groups, and while there may be programs desired which
will rely on annual refunding, and, therefore, annual review of their
need for facilities, success of an adaptive use program is more tenuous
1f all of the prdgrams are based on this type of arrangement., Tenants

and programs that will need little alteration of the premises are also
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desirable; this is why, in general, theatre groups cannot always use the
sanctuary of a church, because of the extensive fire code and building
code regulations that they must meet, resulting possibly in major alter-
ations of the space or of the electrical or plumbing systems in the
building. Uses which have an unpredictable income base may also be a
risk for adaptive use, as there may be difficulties meeting rental com-
mitments. These managerial and use factors are part of the difference
between success and failure of the adaptlve use program.

All of these barriers: tangible and elusive, legal, managerial,
issues of capital 1nvestment and updating of the facilities, make adap-
tive use Iin a church a highly complicated problem. If a congregation
leaves its premilses, and the building is adaptively re-used under new
ownership, some of these barriers disappear, but the whole new realm of
return of profit and finance is more complicated, as the new owner may
have entirely different goals for the program than did the church con-
gregation. This study has examined two possible cases of adaptive use
at the church; one, where church ownership and occupancy is retained,
and the adaptive use program 1s undertaken to revitalize the church as
an activity center iIn Central Square, and to help offset repair and
maintenance costs; and a case where it is assumed that the chufch has
relinquished ownership of the building, whether by sale or by gift, and
a new owner develops new uses for the church as a bullding. Issues in
both cases have emerged over a period of time; certainly, both arrange-

ments lead to discussion of a number of major points, and there are cases
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of aéaptive use that conform to neither of these, but are combinations
‘of both. As the study proceeds, there are clearer indications of the
futility of some of the 1ssues that will be dilscussed, and, in fact,

the difficulties and near futility of the whele adaptive use issue clari-~
fies why so many churches have been demolished rather than re-used. The
issue then becomes one of disposal of church property rather than adap-
tive use of the building. This choice is still open to the First Bap-
tist Church, but this study feels that demolitlon would be a regrettable
and unnecessary mistake, and an irresponsible move on the part of the
church; it is simply the easy way out. The study seeks to draw alterna-
tives to demolition, but obviously, these alternatives are more challeng-
ing and difficult than demolition would be. It is, unfortunately, much
easier to pave a parking lot and erect a fence than it is to develop a

vital center of activity in a community.

The Cambridgeport Market

A preliminary look at the market conditions in the church neigh-
borhood is a necessary prelude to any discussion of adaptive uses for
the site. While the market is clearly in flux at the present time, it
does affect the choices immediately available to the church.

Process:

The community context of the First Baptist Church has been discus-~
sed. Analysis of markets in the community is primarily on the basis of
what has happened before, what 1s current, and whét is planned for

Cambridgeport and Central Square. Our process, agaln, was to iﬁte;view
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business and community leaders about Central Square and Cambridgeport's
past and future, including city leaders, the business departments of
local banks, and real estate financiers and developers who had previous
experience with Central Square and Cambridgeport. From these discus-
gions, the following notions emerged:

1. There is currently an adequate supply of housing to meet
demands, at least for ownership, in Central Square. In
some cases, new developments, such as 933 Massachusetts
Avenue, and 1070 Massachusetts Avenue, have had trouble
meeting anticlpated occupancy levels.

2. Office space in newer bulldings is at high occupancy
levels, but original asking prices per square foot were
cut in order to fill such new buildings as the Cambridge
Gas and Electric Co. Current costs in this building are
$5-6/sq. foot.

3. Demand for quality office space in Central Square persists,
but many office spaces with outdated facilities and less
desirable physical qualities are unfilled. °

4, Selling of properties on Massachusetts Avenﬁe-currently
owned by individual families 1is expected. Some rehabili-
tation of warehouse buildings along Massachusetts Avenue
1s expected, as money markets loosen, and it is expected
that the rehabilitqtad space will be in demand.

5. Further decline in retail properties 1s expected. Many
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stores on Massachusetts Avenue In Central Square zre
in financial trouble. Turnover and vacancy 18 currently
at about three stores per wmonth.

6. Increased home purchasing {(at higher prices) in the
Cambridgeport community i1s anticlpated, particularly by
young professionals and academics, as well as by eastem
European families (primarily Syrian and Greek).

7. TFuture changes in the direct vicinity of the church
include completion of a large housing for the elderly
project on Pearl Street, one block from the church,

8. As money markets loosen, parcels of land around the
church that are municipal parking lots will be purchased
and deﬁeloped, probably for low-rise residential and
commercial use.

9. TFew support services exist in Central Square for either
business or residential comunity 1life. The lack of a
well run, low key lunch restaurant 1s cited, as 1is the
need for services to derelicts and transients who "hang
out" in Central Square. Currently, there are no medical
or counselling services localized in Central Square to
help these people,

These observations obviously reflect the business community's hope

that thé current inflation/recéésion will soon pass, and lowering of the

lending rates to some extent support their attitude. Many proposals for
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Central Square have been scrapped due to tight money, but also because
lenders and developers see the economic crunch affecting city services
and maintenance programs. Thus, the anticipated spread of Harvard Square
to Central Square has not proceeded as expected, but slower movement is

still anticipated.

The Congregation and Adaptive Use

As discussed, adaptive use at the First Baptist Church would meet
a number of needs for the congregation. TFirst, a strong program of on-
going activities would revitalize the church as an activity center and‘
help it fulfill a new role in Central Square and Cambridgeport. Secondly,
through the choice of activitles for the program, the church could begin
to provide a number of services to the neighborhood and Central Square,
hopefully, stimulating civic consciousness in the area, and acting as a
bridge between the business life of Central Square and the community of
Cambridgeport. Finally, and this is crucial from the church's point of
view, an adaptive use program would begin to provide a necessary base of
economic support for the restoration and maintenance of the building.
It would help relieve the congregation of the burden of carrying a land-
mark building, and yet preserve that landmark for the city and the neigh-
borhood.,

Originally, this study sought to analyze a wide spectrum of adap-
tive uses for the building. Explorations intorthe feasibility of com-
mercial office space, performance center, restaurant, and other gener-

ally commercial uses were explored. Under these conditioms, it was as-
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sumed that the church community activities would relocate in the reno-
vated sanctuary basement, and that the ell and ell basement would serve
as the primary locations for the adaptive use program. Chart 3 demon-
strates the kind of Income base that might have been expected from this
kind of program. We originally suggested an activity like Bingo or
Beano as a way of ralsing substantial revenues, as this is an extremely
lucrative fund-raising activity, that many churches sponsor. We were
considering rental of facilities as a prlmary source of income to the
church, whether through performances in the sanctuary, or office use of
the ell space. After presentation of these and other notions about
adaptive use to representatives from the church, it became clear that
such options were severely limited by the attitude of the congregation.
First, the congregation would never sponsor a fund-raising activity like
Bingo, as they view it as a form of gambling, and therefore, cannot
sponsor or condone it. Second, the present congregation is not inter-
ested in quasi-commercial uses of its space, and does not want to be
viewed, or act, as a landlord.

The adaptive use program must respond to the purposes of the con-
gregation, providing services to the people, and a 'witness in Central

Square."

It is unlikely that the church would allow the sanctuary, be-
cause of the nature of the space and the meaning it holds for them, to
be used for other than religious purposes. Therefore, uses that are

seen as profitable and business~related are clearly out, and so are many

uses of the sanctuary which might bring people to Central Square to visit
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the church or attend a performance there, At the same time that the
congregation wishes to provide a community service through an adaptive
use program, many of them fear harm to the physical premises, and don't
want uses that would bring people to the bullding that might not respect
or take care of the space. Members of the congregation have also taken
issue with the idea of new users whc might smoke iIn the building, both
for fear of fire, but also because of their personal conviction that
smoking is wrong. It is important to remember that the First Baptist
Church is run by congregational rule, which makes these opinions even
more important to the decision-making process,

These attitudes made the study reconsider many of its original
proposals for adaptive use with the congregation. There are a number of
community and service uses that might fill the stated criteria of the
congregation, such as a day care center or nursery school, but the build-
ing does not meet the requirements of such uses, such as open land for
a playground, or adequate bathroom facilities, Capital improvement
costs were cited as the reasons why such programs were not previously
initiated, and the church might be more suited to community-based ser-
vice organizations that need office and meeting space., That type of
client would certainly be endorsed by this report, but 1if only the ell
is t§ be used, and the congregation does not take on its own activity
program of performances in the sanctuary, or some other kind of major
fund-raising activity with its space, it is not likely that the rental
of this ell space would accomplish all the purposes of the adaptive use

program. The program needs to be far-reaching and intensely active,



102

If the coalition of congregations were formed, and new leadership were
offered, then such an all-out program might be possible., Full, not pax-
tial advantage of the facilities must be taken; if the congregation wants
to do something for the community, but actually fears and rejects the
community needs, then the church will not revitalize itself in Cambridge-
port and Central Square. While rental of the ell to community of non-
profit uses might be a start, it is only a beginning, and more needs to
be done to meet the needs of the community and to meet the financial
needs of the church.

Adaptive use of the building with the congregation is still under
discussion; so far, this report has been concerned with generating is-
sues and responding to congregational concerns. The following charts
were presented at mid-point of the work on adaptive use, and they begin
to point out a wide variety of issues related to the progfam. While
much of the substance of the charts have now been modified, they are
presented here to point out some of the other complications and lssues
central to the coordination of new and traditional uses at the church;
The actual charts will be found in the Illustrations' section. Discus-

sion of these charts follows.
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CHART I: INITIAL INCOME TO THE CHURCH
Cur e was to begin tc organize some of the funding
scu projected amounts of income from these varicus
sources., It has since been discovered that income from the
sale of other properties is unlikely, becausge the ccalition of
congregations is unlikely. Income from the Massachusetts
Historical Commission Grants-in-Aid Program and from Community
Davelcpna Funds might, in fact, be much higher than we origin-
ally proj if a community purpose 13 clearly part of the
revitalization of the church, and if the project can develop
a strong base of community support. It was also felt that the
local community, including residents and businessmen, should
be encouraged to lend financial support to the church restora-
tion, and that this money should be ralsed as part of their
commitment of interest to the project, and run as a fund-
raising campaign by the church.

CHART II: FIRST BAPTIST CHURCH--INITIAL EXPENDITURES

This mid-point chart was assembled to project some totzal sum of-
costs for the restoration and adaptive use program. Since then,
some of the procedures have been changed, and some of the costs
correspondingly altered. The chart is significant to the extent
that it tries to bring other costs to light which are normally
forgotten in these initial planning phases for adaptive use,
but which the congregation needs to know about, in order to make
decisions., These costs include rehabilitation of existing
space, in order to undertake even a minimal adaptive use pro-
gran, and bring the building up to code, and modernization of
facilities, including changes in the heating system, in order

tp avcid unnecessarily high costs and annual expense of the
current, antiquated and wasteful, systems. The chart also as-
sunes that congregational activities would take place in the
renovated sanctuary basement, The costs, when viewed now,
might be structured differently, and some could be projected
over a number of years, as suggested in the section on "Costing
and Phasing the Restoration Work.'" But the chart afforded us

a picture of a more total commitment to use and renovation of
the building.
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CHART IIIt ANNUAL INCOME

CHART

The annual income chart was produced to estimate the size of
income that could be generated by different kinds of adaptive
or multiple uses of the church facilities. Rental of the ell
and ell basement areas were assumed, at the costs shown. The
ganctuary was considered as a multiple-use area, for noon-time
concerts, or other activities that could be sponsored by the
congregation as part of their ongoing fund-ralsing program.
Finally, we projected income that a single fund-raising effort,
like Bingo, could supply. The church would not become involved
with this kind of activity, we were told, but the need for that
kind of income clearly remains, as 1llustrated by the Annual
Costs Chart,

IV: ANNUAL COSTS

CHART

Annual costs cannot be properly projected until the program for
the space 1s clear. Originally, these annual costs were pro-
jected to project the operation of renovated (system improvements)
space in the ell and basement, and to take into account a maln-
tenance and management program. The management figure is way
off, particularly if the congregation could delegate its own
management team for adaptive use. Like the other charts, this
one just ralsed issues and was a useful tool for discussion,

V: ANNUAL OPERATING STATEMENT

The annual operating statement was a way for us to consider what
the overall financial picture of the church would be with an adap-
tive use program, but it bases its figures on a large loan com-
mitment, which is unlikely. TFor any real operating statement,

the same basic factors should be considered: the annual income
produced on the property, and the initial income from grants and
loans, minus the restoratlon and operating costs, on a year to
year basis.

Again, all of these charts were produced early in the process. The
information in the charts is dated, and by now obsolete, but the Intent,
to get near to real figures and costs, is clear, and is an essential

part

of any adaptive use proposals for the congregation.
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Aggendix

Since completion of this sectlon in late April, two meetings have
been held with the Church Council at the First Baptist Church, At the
first, Mindy Arbo, Charles Sulllvan, and myself, were present to dis-
cuss the condition of the building, projected costs and potential donors,
and the interest of the city in the preservation of the building.

At the second meeting, Reverend Richard Armstrong, of the Cheswick
Center, joined me in discussing with the Council the role that the Ches-
wick Center could play at the church, and in answering questions about
our previous meeting. Certainly, my own sense of the congregation's
concerns and seriousness about their building and their role in Central
Square was strengthened at these meetings. The process they will now
begin will be to consider this report, discuss and question it, and pro-
ceed to a series of discussions about their role in restoring and adap-
tively using their facilities. The process, for them, will be time-
consuming and difficult. A number of solutions may emerge which this
report never considered. In their decision-making, the Cheswick Center
will be available to them for management and financial consultation.

I, too, will be available to work with them in the future, and answer
for the study.

Much of what has been written in this study may prove irrelevant
to the congregation. What appears to be of the utmost concern to them
is a consideration of who they are, what their purpose is today, and

which adaptive uses can help them meet these self-definitions. That
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the processes this study has begun will now continue, in a wvery real

way, is exciting and challenging to all of us who have worked on the

study. As the congregation begins to make decisions, they can start
a real dialogue with poteﬁtial users for scome of their space.

This study offers few answers to the congregation; it raises many
difficult questions. But the congregation seems comfortable with the
notion that many decisions and discussions face them, and hopefully they
can use this study as a tool in beginning to approach the issues.

It is now clear to me that there are a number of adaptive use options for
the space, particularly in community services, that the congregation
could explore. As our process continuas, the choices of these specific
uses will become clearer and the real user clients will emerge.

But the congregation is first faced with more basic issues for themselves,
and rental of underutilized space in the church becomes then only a part

of the larger process that they now begin.
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LIST OF ILLUSTRATIONS: THE CONGREGATION
AND ADAPTIVE USE

Plate

1. Sketch study for use of the sanctuary basement
by the congregation: study 1.

2. Sketch study for use of the sanctuary basement
by the congregation: study 2.

3. Skatch study for use of the sanctuary basement

by the congregation: study 3.
4. Chart I: Initial Income to the Church.
5. Chart II: First Baptist Church--Initial Expenditures.
6. Chart III: TFirst Baptist Church--Annual Income.
7. Chart IV: First Baptist Church--Annual Costs.

8. Chart V: First Baptist Church--Annual Operating
Statement.

9. Tax Status of a Non-Profit Organization

The charts, and the issues that they present, are
discussed in the previous section, pp. 103-104.



1 @3eld

MATIP MEETING

]

L

ENUOYEL STRIR
=

| &

SPELY ARE Trp o, - “BN TALRY

fo0) SRR UNLPETE “AAR
~ONRLLTY WAL o T

MLS G PEE

WES :
—_—

RECEPTION: 1246
Pretomls OFFICE: 12430
orAGE (rAce) - Gxiz
Urnfom  4r20
Mazmmra i 26 x4y
PiINING  2a4KiG

kited 2

[Ara : tbA 20.



Z @3eld

WMeig L -

(ool

¥

=

e
G

111<
[ ]

N!‘
i

5

) |
Ot i, AM |
=
Rl BTG
™

[al 2%

PecgPnon  1Tx12

Petan's P (2X20

Conrereace. 3~ 124

Lot mzm > 12k 247 ~18
I

T ae Gxp
Likany It Xie

{17, 5 e XI
Wt r2x e

Kittkeom 12416
PN NG 27X28

Uab M70- B 36424 +
X1 gen )

e’

pas

o



€ °3eTd

Aetermon 12410

PhtDAlG 0 PRICE 1T K20
o K1Y

Uass Am ofp ro5AM [
UPAARY 1z 42

SIOMATE T
MecanicaL 12ary

LAfae e AM 24X56
PIMING 24x24
Kirzheny \2xiy,

SiMnG : @ 8x12
@ 1281z

=
ol

P
e
[N



y 23814

INITIAL INCOME TO CHURCH

TYPE SOURCES RANGE

GRANTS MASS. HIST. COMMIS. 8000
~ BIRD & SON 5,000

OTHER C.D.E 515,000

| PRIV.SOURC,
CONTRIBUTIONS LOCAL INSTITUTIONS

COMMUNITY 15,000
SALE OF GRACE METHODIST 40,000

PROPERTY PILGRIM CONGREGA’IE%N- 40,000

TOTAL
13-80. 000
15,000

. 40-80.000

63~125000

[ MIDDLE PiG. #80.000

4 ¥ ] 2%
T TO0
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PROJECT
RESTORATION

FBC

AREA

EXTERIOR ROOF

GLAZING
, INTERIOR STRUCTURAL-ORGAN
IMPROVEMENTS LOFT
HEATING ELL
SANCTUARY
SAFETY FIRE DOORS. STAIRS
PLUMBING BATHROOMS
INTERIOR PAINT & PLASTER-ELL
BASEMENT REHAB

STEEPLE

INITIAL EXPENDITURES

OTHER FACADES

COSTS

53 936
82 660
350C90
5000
2000

186000
15000
9500
10 000

s 000
20000

TOTAL

177,936

AFs PRy
‘{;ﬁ?.u‘éh %

20000

eYico
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ANNUAL INCOME

SOURCE CONDITIONS AMOUNT TOTAL
1L ELL
RENTAL 6434 SQ'AT 34 $25736
G434 * v 3 $19802
. $1.50 7650

BASEMENT 5100

2. SANCTUARY 12 PERFORMANCES
RENTAL $100.RENTAL FEE
NOON EVENTS 80 EVENTS%1.00

BINGO 50 TIMES/ YR. 50,000

ATTENDANCE 5100 186

AVERAGE -3¢0 |

VTLGO
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FBC ANNUAL COSTS

- AREA TYPE COST
TOTAL CHURCH BLDG MAINTENANCE 20, 000
PROGRAM
ELL HEATING 2700
900 GALS/MO/50, GAL -
¢ MOS. 2700

JANITORIAL SERVICES 10,000
VARIABLES:
~ ELECTRICAL
MANAGEMENT 21,500
- FEE -

TOTAL

35,460

21,500

£S5 56,900

GETR0
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TIME

YEAR 0
1

2

3

5}

6

rg

8

9

10

INCOME

$ 80.000

100,186

166,186

100.186
120.000
120,000

- 120,000
120,000

140,000
140,009
140,000

EXPENSES
$ 266,900

61,500
66500
7 0.800
77,500

84,500
88.500
96.56 00
105,600
115.800
1286.5060

ANNUAL  OPERATING STATEMENT

EARNINGS DEBT CUTSTANDING
< % 204,900
—'186, 6800
+ 38686 1682 214
33.686 174.828
20,686 150848
42,500 129648
35,500 104 548
31,500 81,348
23,500 63348
34,500 33348
24500 G848
18500 = %0

9T 00
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TAX STATUS GF A NON~PROFIT ORGANIZATION

(501 ¢3)
New uses for space Type of tax
Real estate Corporate Iincome
1. Academic,
Charitable not taxed not taxed
2. Investment taxed, except not taxed, unless
(management of where user is involved in debt-
portfolio) non-profit inancing or acquisi-
‘ tion indebtedness
3. Business use taxed taxed

Plate 9
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The Building, Adaptively Used

From the beginning, it has clearly been an Intent of this study to
analyze the church as a building, and propose new uses for this struc-
ture if the congregation were to sell or vacate 1t. Becausz of the
building's visual function in Central Square, its architecturai heritage,
and the fact that it is physically a bridge between the buslness and
residential communities, demolitlon 1s considered a last resort and the
least favored solution for the site, The building provides a setting
for many activities, and is visually one of the strongest identifying
buildings in the Square, so the Iintent for this section of the study is
to develop uses that clearly respect the positive position and contribu-
tion such a building can make in the urban context. Clearly, this sec-
tion of the study could have taken the full four months. Proposals could
be taken to developers, community groups, the city; costs and financial
analysis might have produced a more decisive picture for the future of
the building. Because of the complications of other sections of the
study, this process has not been carried thfough, although it 1s now be-~
ginning, as the problem of the church receives more exposure, and the
issues begin to be discussed with members of the community. What this
section attempts to arrive at is a preliminary examination of space and
use types, with drawingé to suggest how some of the analysis could be
carried through in design. Because this is a specific case stﬁdy, its
analysis is not intended to generalize about all churches or even older
buildings, but it intends to suggéét a framework through which adaptive

use can be considered. The analysis is intended to raise issues, some
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of which may apply to considerations of other older buildings, specifi-

cally churches.

Process:

This section of the study was treated as a two-week sketch problem,
The prevailing question asked was always, 'What does the space want to
be?" and also, '"How does its present forms and uses enable change and
new designs?" Even before those questions could be addressed, the more
- "real" ones confronted the process. What are the problems of the site,
and the current market? What does the architectural heritage of the
building mean to an adaptive use program? These issues do not develop
in a neat, orderly way, but instead appear all at once, and reappear
every time a decision about space is made., It is clear that the real
issue is developing one's own priorities about which of these issues 1is
more or most important. The manner in which priorities are developed
are often as persoﬁal attitudes about architecture and space, and cer-
tainly, these attitudes shape the form and intent of the uses and designs
developed for the building. For this sketch problem, the final process
can be summed up as one of intense observation, both of precedent and,
particularly, of the building, itself.

What was important to me was the history of the building, the way
it was and is perceived, both in the neighborhood and in the business
community, and what the forms and design features of the church suggested
to me in a real and analog way. The analogs and relationships developed

could then be used to evolve both a redesign of space and function. The
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process is admittedly non-academic, except to the extent that all pro-
cesses relate to the ways we have developed for locking at, and consider-
ing, space, Little could be researched in the library, and often, codes
and buillding restrictions were not central considerations, but instead,
imposed on the design in its final stages. The result, intéa:ionaliy,

is an aﬁproach to fantasy on the space, which, for me, is often an appro-
prilate beginning to the realization of the desien. Soon; these fantasies
come into the realm of the real just through consideration of budget and
codes, But, for the purposes of this section, fantasy was a very réal
way to begin, and only after the fantasy was concelved, could it begin
‘to emerge in form and raise important issues. In going back over one's
fantasies, the analysis of the processes may, in fact, become more real.
The important assumptions, relationships, and analogs that shaped this
section are discussed below.

Site Relationships

Although this study has reiterated that the church is an important
visual image in Central Square, beyond the singular and not always shared,
experience of the building as landmark, there may be a set of problems
relating to the site. One of these problems 1is that the building offers
no indication to the pedestrian of any interior activities. One of my
initial assumptions about re-use of the church is that any interior ac-
tivities must receilve exposure, and reach out, even visually, to the
business and residential community. The community and business groups
have become used to the idea that little activity happens inside the

church, and the building must, again, be perceived as an activity center.
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The green curb space around the church, particularly on the west side of
the Suilding, affords up to 40 feet additional width for the building,
and this space might be used as an area where more activities, or expo-
sure of activities, could occur. Thare can also be sitting; Stopping;
and waiting places for pedestrians incorporated into a re-use of the
green buffer. Designs for this space could enable the bullding's acti-
vities to break out from their current massive envelope, and meet the
pedestrian or viewer, providing advertisement of the church as activity
place.

Choice of the scale and materials for an addition to the building
are crucial issues. In this case, an additlion, with much use of glazing
provides maximum exposure of activities, increased economic value for
the building, and does not interfere with the structural system of the
existing building. The addition is the result of considering how the
building is to reach out to the passer-by and the community-at-large.

Architectural Relationships

An approach to the adaptive use of the church should consider the
architectural qualities of the building, and the important relatlonships
that exist in the building, at present. Some of the distinctive fea-
tures of the building include: the altar plece, organ works, rose win-
dow, panelling, and interior cast iron and wood exposed truss system.

In the re-use, these features will assume more Importance as clear rela-
tionships between the old and new uses are drawn. Single tenant uses,
while providing perhaps more successfully for preservation of the Inter-

ior of the sanctuary, does not currently seem to be a strong alternative
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for the site., Even if it were, as uight be the case 1if é theatre or
performing arts facility were established in the sanctuary, the termina-~
éicn of the lease could mean that the church was in the szme stage as
previously: 100 percent occupancy by a single tenant also means 100
percent wvacancy when the tenant leaves. Thus, the same issues, question-
ing the future of the building, would re-emerge. A shared temancy also
means multiple occupancy, and multiple uses for the sanctuary., With
many new uses, new designs for the space will emerge, and these will
mean that relationships between the old and the new will be drawn. The
problem then becomes how to design for ne&, multiple tenant occupancy
without threatening the basic architectural features of the space, Thus,
the features, such as balcony, altar, and rose window, take on new mean-
ings; the window becomes door, the balcony becomes a second level of
space, the arch can be a vantage point or a door to walk through, and
the altar becomes a new stage for performance, while the rose window re-
mains a strong identifying and decorative feature for people to sit near.
The space is still inhabitable, but perhaps in a new way. Maybe now, it
becomes possible to really get close to many of the architectural and
decorative elements and inhabit the cavernous height of the sanctuary.
The important notion that emerges as a result of considering the sanc-
tuaryAas place, not just as church, is that the space becomes truly in-
habitable; the aisles are now paths through the ground level of activi-
ties, and they evolve into an interior street. The whole notion of pro-
cession through the sanctuary still becomes possibleé, as a new circula-

tion path uses the old relationships. The adaptive use attitude which
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emerges is one of using what the building is giving us, much with the
same purposes, but to a new end. The order imposed on the new design
should clezrly be one that uses precedent, and explores the existing re-
lationships for new ends, The order is clearly personally perceived and
:ecoﬁstructeé, but the attempt is always to relate to the original pur-
pose of the bullding as activity center, and as resource to the community

in which it is located,

Market and Program

While there was never a clear, realistic program for the building,
any space exploration had to respond to some space and use definitions.
The issue of the 'market" had, by this time, become a real obstacle; the
appropriate uses for the building seemed more and more elusive., It was
difficult to imagine that residential, commercial, or large retail spa-
ces would be viable for the site, given the current market conditions in
Central Square and Cambridgeport. The heavy restoration and maintenance
costs are an undesirable feature of the building for any priwvate develop-
er; even if the congregation were encouraged to sell the building for a
token fee, to a buyer who would Insure its preservation, the restoration
problems and costs cannot be justified in the private market.

Through the process of investigating public and private funding
sources, it became clear that funding was most likely in the case where
-preservation of the building was a strong community asset, serving public
needs. The city, it seems, could justify expenditures on the restora-

tion phase through Community Development Funds i1f a clear community pur-
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pose and support were evident, The market conclusion was algo that one
of the most viable uses for the space would be as a community service
center of some sort; clearly, the community has many service needs, in-
cluding services for the eldefly, for transients, and alcoholics, as
well as for the unemployed, and for yourth counselling and ''reach out"
programs, Cambridgeport does have a number of active and important com-
munity organizations that are currently housed in run-down or inadequate
facilities; the prime location of the church would offer old and new com-
munity services and organizations centralized in a distinct and acces-
sible facility. Because of the church's size, accessibility to transpor-
tation routes, and visibility as a community landmark, the notion of it
as a center for consolidated community services and organizations became
a loose framework for the adaptive use program. Thoughts on the purpose
and features of an active community center began to emerge, and the édap—
tive use sketch problem began to be built around the notion of a multi-
use community center.

Such a center might include profitable, as well as non-profit,
uses, and might become a joint venture between the community groups and
a private developer., Cambridgeport has previously demonstrated its
ability to work out such an arrangement, and as this study proceeds,
community groups are being alerted to the plight of the church, and
there may be further discussion about such a possibility. The loose
program emerged with, not before, the design, and the whole notion of
community center is, again, one which needs lots of work and discussion.

The attempt Iin design was to present ideas and attitudes about the space
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that would be flexible enough to accommodate changes in the program.
The sketch problem was intended only to open the possibilities.

The sketch proposal considers a combination of uses and spaces as:
infill in the sanctuary., The ell remains relatively intact, and is a
viable educational, community meeting, or even office facility, but is
separate from the sanctuary. The basements also become relatively
straightforward design areas, where a variety of uses could be easily
accommodated. It is the sanctuary which 1s really perceilved as center,
and is explored most thoroughly in the sketch problem. The sanctuary
offers a combination of small retail and commercial spaces, a small res-
taurant, and a variety of sizes of spaces for community services and
organizations. The following square footages and tenant mix evolved in
the design:

1. Street Level (ground floor)

Shogs:

@ 1,000 sq. ft.
@ 575 sq. ft.
@ 500 sq. ft.
@ 250-275 sq. ft.

Total: approximately 3,000 sq. ft. of smaller,
neighborhood-scale shops, hopefully, similar
in purpose and type to many of the family-run,
neighborhood shops in Central Square and
Cambridgeport,

Performance 264 sq. ft.

The altar would be used as performance and exhibit place,
hopefully, very active at noontime and during the evening,
but particularly to attract Cental Square business workers,

as well as the community.
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Coffeehouse 600 sq. ft.

A coffeehouse, sandwich bar combination, accommodating 75-90
persons, facing the performance area, to be used to sit and
watch, have a snack, or rest, It doass not have kitchen
facilities, and is Intended to be a low-key place to sit

and have a snack, most active when concerts are being

held.

Balcony Level

Balcony seating 450 sq. ft.

Seating approximately 70 persons. Some areas of the bal-
cony are held to its original use, for viewing activities
and performance below, and a new, intermediate height
balcony provides additional seating, to rest, to watch,

or to walt for an appointment.

Offices:
1@ 160 sq. ft.
2 @ 500 sq. ft.
1 @ 450 sq. ft.

These office areas provide a variety of size and space
types, and could be rearranged to accommodate larger
space needs, The offices are located with access to
natural light and ventilation, and can be approached

through the street level, by stairway, or, without level

change, by elevator,
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Bar /Restaurant Waiting Area 300 sq. ft.

Seats 30 persons. A small restaurant is provided in the church,
Its waiting area cum bar is located on the balcony level,

as i1s the kitchen. Again, the scale of the facilities is
small, in keeping with many of the successful restaurants

in the Central Square and Cambridgeport area. The location

of the waiting area/bar makes it part of the larger scheme

of activities in the church, and obviously, the intensity of
activities here is intended to be rather limited, particularly
by the size of the facilitles available. There is no reason
for this to be used as a bar, for example, during the day,

and if lunchtime is very active, it could be converted into
part of the restaurant.

Kitchen 400 sq. ft.

Can serve 70-100 meals per hour. The kitchen's location

was determined by its proximity to ventilation, exits, and

its accessibility to delivery. Access to the street is
primarily through the Magazine Street front fire stairs.

Meéls are delivered to the restaurant eating level by dumb-
waiters, if desired, or by stair.

Terrace (third) Level

Office 675 sq. ft.
One office 1s located on the third level, with access to

natural light and ventilation. The office could be a very
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open cne, as it is removed from much of the activity below,

but has good visual access to the activities of the other

levels.

Restaurant 850 sq. ft.

Seats between 60-90 persons. The terrace level restaurant,
again, small in scale, is on two levels, providing a setting

under the rose window and a view of the activities below.

The scale of all these activities is deliberately small; the feel-
ing is intended to be one of a tightly knitted framework of activities
that puts the church back on the beaten path as a bullding and activity
center, but which 1s related to the scale of the community in which it
is located.

The neighborhood, as has been described, is more row-house than
high-rise, more stoop and front porch sitting than parks, more street
ball than playground. It is essential to the adaptive use program that
it clearly relate to the scale and nature of neighborhood activity. At
the same time, it can provice a break, and be a setting for unusual ac-
tivities, shopping, and events, and be a '"new", as well as a familiar,
kind of place. This duality helps it relate to neighborhood and com-
munity, business, as well as residential, and to relate to the whole
city as a center, not exclusively the property of Cambridgeport and Cen-
tral Square, but still very characteristic of that area.

The design and program want and need modification. The sketch ﬁrob—

lem i1s only the first step of the process; we are still working in a va-
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cuun, and with each change, the program may become more real and viable
for the community. The notion of the building as a new center of activi-
ties is the strongest intention of the sketch problem; another intentlon
is that multiple uses be evolved for the space, but there 1s no strong
insistence that there be a restaurant in the building, and offices‘and
shops may be more Interchangeable than the current space allocations
suggest. What is important is that the activities that are ultimately
chosen for the building put it back on the beaten path, and start to make

the place mwore than just a visual landmark, but an active presence, in

the community.
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LIST OF ILLUSTRATIONS: THE BUILDING AND
ADAPTIVE USE SFEETCH PROBLEMS

Plate
1. Establishing relationships: ecirculation, focus, site,
2. Using the parts: balceny, arch, altar, window
3. Using the space: street, balcony, and terrace levels.
4. Street Level Plan, scale (reduced from original)

is 1" = 32'-0Q",
5. Balcony Level Plan, scale is 1" = 32'-Q",

6. Terrace (third) Level Plan, scale is 1" = 32'-Q".

7. Inhabiting the space: how the place might feel.
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In the process of this study, a number of architects znd developers
involved with adaptive use projects were interviewed, The conversation
was directed toward isolating those factors considered crucizl to the suc-
cess of an adaptive use project, Often, the factors cited were the bulld-
ing's location, the type of program evolved (and its relationship to the
area market), or the kind of speclalty space that the building preferred.
One response raised quite a different issue: leadership. The expressioq
was that with the right kind of leadership or management cf z project,
almost anything could be made successful. While this is clearly not the
only factor, leadership has certainly been a decisive isswue in the case
of the First Baptist Church, and will continue to be. The problem of
developing leadership, whether in the congregation or in the community,
continues to confront the processes that the study has begun.

But even before the problem of leadership emerges, shére is a more
basic set of issues that have affected thls study. These relate to levels
of awareness and consciousness of urban places and spaces. If there are
any conclusions in this study, they are not the usual statements about the
mandate for government and private intervention into restoration projects.
Instead, the issues that have re-surfaced are of the need for response to
neighborhood areas and buildings. The First Baptist Church has alterna-
tively been described to me as a landmark, a white elephant, and just a
dowmright ugly place. These expressions have come from all kinds of

people in all places. But, regardless of the esthetic appreciation of
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the building, it 1s often not recognized in 1its role as building type,
in such a location., The awareness of the visual role that such a build-
ing plays in its context iIs a crucial first step in understanding why
the building is important, and what it might become., The sobering reali-
zation of this study is that we are not yet aware of our own built envi-
ronment, and we are unable to isolate the places we feel special about
until they are threatened in the most drastic way. This lack of aware-
ness 1s at least ﬁartially responsible for the current plight of the
First Baptist Church. Initial recognition of the quality and role of
the building might have resulted in the kind of care and activities that
would have avoided this current crisis.

Beyond the singular appreciation of place as landmark, or even
visual relief, is a second set of awafenesses: those which deal with
the role of a building in a functional, not visual sense, and its poten-
tial for active life and, in this case, adaptive use; The church 1s a
special building on a special site, and it has much to offer the com-
munity in a reél, functional way. This set of awarenesses deals with
potential, as much as those which precede it deal with presencé.' We
first must assoclate with what a place 1is and does, in order to thenh.
project what it might become.

These issues of conscilousness about one's own environment face °
us all, and they will be very important to the future of the First
Baptist Church. What would be useful as a way to work from this case °
study 1s a method for developing community consciousness of neighbor-

hood, and development of a sense for what physical assets and qualitities
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make our nmeighborhoods what they are. From this level of initial aware-
ness of one's own built environment, the meanings of individual build-

"ings and designs can begin to be exploved and developed.



